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ABSTRACT

The report analyzes health, education, and welfare
problems from the perspective of work which plays a powerful role in
the psychological, social, and economic aspects determining for many
the quality of life. Work problems create repercussions in other
parts of the social system. Documentary evidence on which the report
is based consists of literature on work reviewed by the ten members
of the Task Force, interviews with blue and white collar workers, and
fifty papers prepared by specialists. Six chapters examine and
discuss: 1) the functions of work, noting that many adults not only
lack the opportunity to work but are generally dissatisfied with'jobs
which fail to keep pace with changes in worker attitudes,
aspirations, and values; 2) the effects of work problems of
discontented workers who feel their work is not challenging; 3) the
physical and mental health costs of jobs; 4) the keystone of the
report which is the redesign of work to allow workers to participate
in decision making processes affecting their lives; 5) worker
self-renewal programs which allow for additional education and
training; and 6) the Federal policy in relation to the creation of
jobs, manpower, and welfare. Although the report does not contain a
summary list of recommendations, there are implied recommendations.
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FOREWORD

Most of the people in the United States will work, or have worked,
forty or more years.
To be concerned about the worker is to be
concerned about the aged who, through their labors, brought this
Nation to its present level of affluence and well-being; about the
youth who have yet to choose from among a thousand occupations;
about the disabled and others who are unable to participate in the
economic, social, and psychological rewards of work; about the new
role of 'women in our society; and about the rest of us who depart
from our homes and return and who seek to fill the time in between
with meaningful and well-recompensed activities.

While negotiations over wages and fringe benefits seem to have
received the lion's share of attention in the past few decades,
considerable interest has been displayed over the past year in
our magazines, newspapers, and other media in the quality of working
life.
This is not, of course, an entirely new issue. One need
only recall the novels of Dickens and the horrible lot he portrayed
of children at work, Steinbeckis migran.:s and Caldwell's farmers,
the sweatshops in our industrial cities,' and more recently the
efforts to improve the working conditiotis of coal miners--to realize
how profoundly and broadly people care about the quality of work.
Yet, after following the searching exposition of this report, one
cannot help but feel that however deeply we have cared in the past,
we never really understood the importance, the meaning, and the reach
of work.
When I asked last December for this report to be prepared, two things
'motivated me. The first was a general and enduring sense that the
subject was vitally important to much of what HEW does. The second,
and more immediate, was a statement President Nixon made on
September 6, 1971, in his Labor Day Address:

"In our quest for a better environment, we must always
remember that the most important part,of the quality
of life is the quality of work, and the new need for
job satisfaction is the key to the quality of work."
This report, I believe, confirms both the President's and my observations.
It is an unusual report; indeed, its only counterpart to my knowledge
is the Newman Report on Higher Education, which I released last March.
In the breadth of its perspective and its freshness of outlook, this
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report literally takes on everyone, not excluding some of the thinking
in the present Administration. Manpower policies, medical care
strategies, educational and welfare concepts, and more, are intelligently
scrutinized by the writers. I cannot recall any other governmental
report which is more doughty, controversial, and yet responsible than
this one.
rerhape that is good enough reason to release it, for an Oen government such as ours can only be the better for a fresh breath of inquiry.
Certainly, reasonable men may reasonably disagree with some of the
particulars of this study (I do myself).
One could wish that the data
on which some of its conclusions are based were more adequate. Some of
its suggestions, moreover, cannot, by their nature and extent, be
lightly accepted. Nonethelzss, the ideas are provocative and de.erve
a large platform for debate and discussion.
I also find much in this report that bears on other policy issues on
the national agenda. Its attack on the categorization and
fragmentation
of manpower training and educatioral programs points up a problem that
has long preoccupied my attention, particularly at HEW. I am more
fully convinced than ever before that the only sensible thing to do
is that which the President has proposed in his Special Revenue Sharing
and Allied Services bills: to consolidate funding, increase the
flexibility in the authority of State and local governments, and pull
together programs to serve whole people and whole families.
Moreover, the interrelationships amon; health, education, manpower,
and welfare in relation to work, as shown in this report, provide
additional evidence in support of the President's proposal to create
a Department of Human Resources.
The present organization of the
Executive Branch constrains vision and thinking and acting; these
constraints must be removed.
Finally, this report warns us of the great disservice done to the
American people when we ignore the enormous contributions of work
to health and education, and concentrate instead on medical care
and schooling. I would add this: We shall make very large mistakes
if we fail to pay continuing and close heed to our basic
institutions--work, family, and community.
This report is a
beginning, not a conclusion: it draws our attention back to matters
from which we have been perilously estranged, and with which we
must again feel familiar and comfortable.

Elliot L. Richardson
Secretary
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Honorable Elliot L. Richardson
Secretary of Wealth, Education, and Welfare
Washington, D.C. 20201
Dear Mr. Secretary:

On December 29, 1971, you charged us with the task of examining
he lth, education, and welfare problems from the perspective of one
of our fundamental social institutions--work.
At issue were three abiding and deepening concerns.
First, the
problems with which HEW contends have been fragmented into more than
300 separate categorical programs, with the consequent fragmentation
of the services rendered by these programs, and the loss of a sense
of wholeness and purpose of national social welfare policy. Second,
the narrow categorical interests tend to give rise to equally narrow
analyses, which then fail to identify those social and institutional
interrelationships the understanding of which in vital to effective
policy-making. And third, our knowledge of what in fact constitutes
or contributes to health, education, and welfare, has become severely
constricted, so that, for example, "health" much too quickly, and
dangerously, is thought of as "medical care." As we hope this report
demonstrates, work provides a broadening, enlightening and useful
perspective on many of the problems addressed by HEW.
.

In form and function, our task force was modeled on the Newman Task
Force on Higher Education, which reported to you last year. As in that
effort, members of our group were chosen for their ability to grasp
quickly the significance of unfamiliar data, and for their facility
in understanding the policy implications of research. Members of the
group worked part-time or in their free-time on the project. All of
them held other, full-time jobs. To insure the independence and
autonomy of the task force, it was agreed in advance that the report
would reflect our own conclusions, and not the policies of any
governmental agency or any institution for which the members worked.
To help facilitate this independence, the project was administered
under a contract with the non-profit W. E. Upjohn Institute for
Employment Research. Recognizing that it would be impossible for the
group to achieve consensus on a topic as broad as the institution of
work, we agreed in advance that ve need not be in total accord concerning
every issue in the report.
In the end, however, we were pleased to find
a high degree of co census among our group on the major issues.

Procedurally, the task force reviewed much of the
literature on the subject of work, and, for the variety
of issues that were then identified as'requiring expert,
p7actical, or differing opinions, special papers were
ceimmissioned through the Upjohn Institute.
Some fifty
papers were prepared by individuals in business schools
and other university departments, labor unions, business,
and government.
These papers, which present much of the
documentary evidence on which our report is based, will
be published at a later date.
Finally, we also interviewed
a large number of blue-collar and white-collar workers in
order to ground our effort in the workers' views of their
problems.

We wish to acknowledge the invaluable cooperation of the
staff of the Upjohn Institute in the preparation of our
report, particularly the administrative assistance of
Iona Meredith Striner.
We would like to thank Jonathan
Moore, Counselor to the Department of Health, Education,
and Welfare; Laurence E. Lynn, Jr., Assistant Secretary
for Planning and Evaluation; and Charles M. Cooke, Jr.,
Director of the Office of Special Concerns, for their
support and encouragement for our study. We are also
grateful to Rita Dolan and the secretarial staff of.
the Office of the Assistant Secretary for Planning and
Evaluation for their help in preparing the report.
We are especially grateful for the opportunity you have
given us to introduce some new perspectives on work into
the national dialogue.
A copy of our report is attached
for your consideration.

James O'Toole, Chairman
Elizabeth Hansot
William Herman
Neal Herrick
Elliot Liebow
Bruce Lusignan
Harold Richman
Harold Sheppard
Ben Stephansky
James Wright

Attachment

Task Force Members
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James O'Toole, Chairman of the Task Force, received his
doctorate in 1970 in social anthropology from
oxford University, where he was a Rhodes Scholar.
He was formerly the Coordinator of Field
Investigations for the President's Commission on
Campus Unrest.
He is the author of Watts and
Woodstock, a study of minority group identity and
culture in the United States and South Africa.
Elizabeth linsot is a Program Officer at the National
Endowment for the Humanities.
She received her
doctorate from Columbia University, where she
also taught political science.
Before joining
the Endowment, she worked with the Education SubCommittee of the Senate. Committee on Labor and
Public Welfare.

William R. Herman is Special Assistant for Policy7Analysis,
in the office of the Assistant Secretary for
Planning and Evaluation, Department of Health,
Education, and Welfare. He formerly directed
the Department's health planning and analyses.
His education includes graduate work in philosophy,
literature, and economics.
Neal 'Herrick is the director of the Office of Program'
Development,Employmeut Standards Administration,
U. S. Department of Labor. He was head of the
Labor-HEW Task Force that drafted the OccupationAl
Safety and Health Bill first submitted to the
Congress in 1968, and is the co-author of the
recently published, Where Have All the Robots
Gone?

Elliot Liebow is Chief, Center for Studies of Metropolitan
Problems,Division of Special Mental Programs,
National Institute for Mental Health.
He received
his doctorate in anthropology from Catholic
University. He is the author of Tally's Corner,
a study of unemployed streetcorner men.

Bruce Lusignan, doctor of electrical engineering, is an
associate professor in the School of Engineering at
Stanford University.
For the past seven years he
has led teams of graduate students in studies of the
economic and social effects of technological advances.
Currently he is spending his sabbatical with the
Office of Telecommunications Policy of the Department
of Health, Education, and Welfare.
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Our Nation is being challenged by a set of new
issues having to do, in one way or another, with the
quality of life.
This theme emerges from the alienation
and disenchantment of blue-collar workers, from the
demands of minorities for equitable participation in
"the system," from the search by women for a new identity
and by the quest of the aged fsr a respected and useful
social role, from the youth who seek a voice in their
society, and from almost everyone who suffers from the
Frustrations of life in a mass society.
Rhetorical,
ideological, and partisan responses to these issues
abound.
But truly effective responses are far more
likely to be made if the obscure and complex sources of
discontent are sorted out, and the lever of public
policy is appropriately placed.
This report examines the uses of one institutional
fulcrum to move aside the expressed dissatisfactions of
many Americans.
We offer neither panacea nor simple
solutions to the many social problems discussed in this
report, but in locating our"analysis in the institution
of work, we believe we have found a point where considerable leverage could be exerted to improve the quality
of life.

The first chapter of the report discusses the
functions of work: its centrality in the lives of most
adults, its contribution to identify and self-esteem,
tad its utility in bringing order and meaning to life.
Work offers economic self-sufficiency, status, family
stability, and an opportunity to interact with others
in one of the most basic activities of society.
Consequently, if the opportunity to work is absent or
if the nature of work is dissatisfying (or worse),
severe repercussions are likely to be experienced in
other parts of the social system.
And significant numbers of American workers are
dissatisfied with the quality of their working lives.
Dull, repetitive, seemingly meaningless tasks, offering
little challenge or autonomy, are causing discontent
among workers at all occupational levels.
This is not
so much because work itself has greatly changed; indeed,
one of the main problems is that work has not changed
fast enough to keep up with the rapid and widescale
changes in worker attitudes, aspirations and values. A
general increase in their educational and economic
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status has placed many American workers in a position
where having an interesting job is now as important as
having a job that pays well. Pay is still important:
it must support an "adequate" standard of living, and be
perceived as equitable--but high pay alone will not lead
to job (or life) satisfaction.
There have been some responses to the changes in
the workforce, but they have been small and slow. As a
result, the productivity of the worker is low--as
measured by absenteeism, turnover rates, wildcat strikes,
sabotage, poor quality products,.and a reluctance by
workers to commit themselves to their work tasks. Moreover, a growing body of research indicates that, as work
problems increase, there, may be a, consequent decline in
physical and mental health, family stability, community
participation and cohesiveness, and "balanced" sociopolitical attitudes, while there is an increase in drug
and alcohol addiction, aggression, and delinquency.
The second chapter takes up the effects of work
problems on various segments of our society.
Here we
find the "blues" of blue-collar workers linked to their
job dissatisfactions, as is the disgruntlement of whitecollar workers and the growing discontent among managers.
Many workers at all occupational levels feel locked-in,
their mobility blockaA, the opportunity to grow lacking
in their jobs, challenge missing from their tasks.
Young workers appear to be as committed to the institution of work as their elders have been, but many are
rebelling against the anaLhrouietic authoritarianism of
the workplace.
Minority workers similarly see authoritarian worksettings as evidence that society is falling
short of its democratic ideals. Women, who are looking
to work as an additional source of identity, are being
frustrated by an opportunity structure that confines
them to jobs damaging to their self-esteem. Older
Americans suffer the ultimate in job dienatisfaction:
they are denied meaningful jobs even when they have
demonstrable skills and are physically capable pf being
productive.
In the third chapter, we review the physical and
mental health costs of jobs as they are now designed.
Satisfaction with work appears to be the best predictor
of longevity--better than known medical or genetic
factors--and various aspects of work account for much,
'if not most, of the factors associated with heart
disease. Dull and demeaning work, work over which the
worker has little or no control, as well as other poor
features of work also contribute to an assortment of
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mental health_ problems.

But we find that work can be
transformed into a singularly powerful source of
psychological and physical rewards, so that work can be
used to alleviate the problems it presently causes or
correlates with highly.
From the point of view of
public policy, workers and society are bearing medical
costs that have their genesis in the workplace, and
which could be avoided through. preventive measures
-

she fourth chapter takes up the redesign of work.
Several dozen well-documented experiments show that
productivity increases and social problems decrease when
workers participate in the work decisions affecting
their lives, and when their responsibllity for their
work is buttressed by participation in profits. The
redesign of jobs to permit participation must go well
beyond what has been called "job enrichment" or "job
enlargement," and there are specifiable roles for.
management, trade unions, and government in the redesign
of work.
For all, and particularly for government, it
is necessary to recognize that if workers were responsible for their work-decisions, each workplace would be an
"experiment in redesign." And through experimentation
of this type in a fundamental institution, we might gain
the enthusiasm of living in an experimenting society.
The redesign of jobs is the keystone of this report.
Not only does it hold out some promise to decrease
mental and physical health costs, increase productivity,
and improve the quality of life for millions of Americans
at all occupational levels, it would give, for the first
time, a voice to many workers in an important decisionmaking process. Citizen ipirticipation in the arena
where the individual's voice directly affects his
immediate environment may do much to reduce political
alienation in America.
However, work redesign is not the only nor a
sufficient response to the problems we enumerate.
For
some workers, their jobs can never be made satisfying,
but only bearable at best. Other workers may be in
relatively satisfying jobs, but after many years on the
same job, they may wish to change their careers.
Still
others, ill-prepared by their education, may want to
enlarge their choices through additional education and
training.
The fifth chapter takes up these matters.
Several worker self-renewal programs aresuggested., along
with training possibilities, and the concepts of vocational and career education are reviewed. With respect
to the last, we note that high school vocational education has been unsatisfactory in this country, and that
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for the concept of career education to advance, it might
be worthwhile to view schools as a workplace, as much
in need of job-redesign as other workplaces, and to
understand that the proper precursor to satisfying work
is a satisfying education.

.

In the last chapter, we examine federal policy in
relation to the creation of jobs, manpower, and welfare.
Clearly, the first and most important element in job
The quality of work
satisfaction is to have a job.
cannot be dealt with adequately until there is a
Recognizing that a strategy
sufficient quantity of work.
calling for the creation of jobs runs headlong into the
classic "trade-off" problem between inflation and unemployment, we point out that the productivity gains
from the redesign of jobs and the dampening effects on
inflation caused by a worker self-renewal program would
probably keep inflation at reasonable levels and permit
the Nation to adopt a vigorous job creation policy. Job
creation itself is related to the many things that
patently need doing in our society, but are not being
done, and to the differential impact of governmental
policies on the quantity and quality of both private and
public jobs.
The manpower section points up the major deficiencies in current policy--the fragmentation of programs,
their unfortunate amalgamation with welfare programs,
and their failure to relate realistically to the demand
for workers--and alternatives to these policies are suggested.
In the discussion of welfare, our analysis indicates that our welfare problems are predominantly
definitional and familial: in the latter, work can play
an ameliorative role. Providing decent work opportunities for lower -class men would contribute to family
stability by enabling women to anticipate marriage to a
steadily employed and self-respecting man. We conclude
that the key to reducing familial dependency on the
government lies in the opportunity for the central
provider to work full-time at a living wage. With
regard to the definitional problem, it is time .to give
full recognition to the fact that keeping house and
raising children is work, and it is es difficult to do
well (and is as useful to the larger society) as paid
jobs producing goods and szrvices.
Counting housewives
in the labor force would be a useful step in redefining
a portion of our welfare problem, and constructing
judicious alternatives.
This report does not contain a summary list of
recommendations.
There are, to be sure, implied
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recommendations throughout the report, but we have felt
it would be best at this time to draw attention to some
of the policy implications of the issues of,work and its
dissatisfactions, to provide a framework for viewing the
interrelationships between work and other basic institutions and to lay the groundwork for changes in policy,
both private and public.

1

Chapter I

INTRODUCTION
Homo Faber
It is both humbling and true that scientists are unable, ih the
final analysis, to distinguish all the characteristics of humans
from those of other animals.
But many social scientists will
agree that among.those activities most peculiar to humans, work probably
defines man with the greatest certainty. To the archaeologist
digging under the equatorial sun for remains of the earliest man,
the nearby presence of primitive tools is his surest sign that
the skull fragment he finds is that of a human ancestor, and not
that of an ape.
Why is man a worker? First of all, of course, man works to
sustain physical life -- to provide food, clothing and shelter.
But clearly work is central to our lives for other reasons
as well. According to Freud, work provides us with
a sense of reality; to Elton Mayo, work is a bind to community;
to Marx, its function is primarily economic.
Theologians are
interested in work's moral dimensions; sociologists see it as a
determinant of status, and some contemporary critics say that it
is simply the best way of filling up a lot of time.
To the ancient
Greeks, who ha slaves to do it, work was a curse. The Hebrews saw
work ad punishment.
The early Christians found work
for profit offensive, but by the time of St. Thomas Aquinas, work
was being praised as a natural right and a duty--a source of grace
along with learning and contemplation. During the Reformation, work
became the only way of serving God. Luther pronounced that conscientious performance of one's labor was man's highest duty. Later
interpretations of Calvinistic doctrine gave religious sanction to
worldly wealth and achievement. This belief, whets wedded to Social
Darwinism and laissez-faire liberalism, became the foundation for
what we call the Protestant ethic. Marx, however, took the concept
of work and put it in an even more central position in life: freed
from capitalist exploitation, work would become 4 joy as workers
improved the material environment around them. 11

Clearly, work responds to something profound and basic in human
nature.
Therefore, much depends on how we define work, what we
conceive work to ba, what we want work to be, and whether we
successfully uncover its meaning and purpose.
Our conceptions
(and misconceptions) of ourselves, the wisdom with which public
policy is formulated on a range of issues, and the rationality withwhich private and public resources are allocated are influenced
greatly by the degree to which we penetrate the complex nature of
work.

7:
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Because work, as this report illustrates, plays a pervasive and
powerful role in the psychological, SOCiEl., and economic aspects
of our lives, it has been called a basic or central institution.
As such, it influences, and is influenced by, other basic institutions - 'family, community (particularly as a political entity), and
schools - -as well as peripheral institutions.
Work, then, provides
one institutional perspective--but a broad one--from which to view
these interrelationships that affect ourselves and our society.
Toward a Definition of Work

We measure that which we can measure, and this often means that a
rich and complex phenomenon is reduced to one dimension, which
then becomes prominent and eclipses the other dimensions. This
is particularly true of "work," which is often defined as "paid
employment." The definition conforms with one readily measurable
aspect of work, but utterly ignores its profound personal and
social aspects, and often leads to a distorted view of society.
Using housework as an example, we can see the absurdity of defining
work as "paid employment." A housewife, according to this definition, does not work. But if a husband must replace her services- with a housekeeper, cook, baby sitter--these replacements become
workers and the husband has added to the Gross National Product
the many thousands of dollars the replacements are paid. It is,
therefore, an inconsistency of our definition of work that leads
us to say that a woman who cares for her own children is not working, but if she takes a job looking after the children of others,
she is working.
Viewing work in terms of pay alone has also produced a synonymity of
"pay" and "worth," so that higher paid individuals are thought by
many to have greater personal worth than those receiving less pay.
At the bottom of this scale, a person without pay becomes "worthless." The confusion of pay with worth is a result of historical
events and traditions apparently rooted in the distinction between
"noble" and "ignoble" tasks.21History might have been otherwise and
garbage men, for example, in recognition of their contribution to
health, might have been accorded monetary rewards similar to those
received by physicians. Certainly, it takes little reflection to
conclude that, except in crude econrnnic terms, no one is worth
nothing, nor is anyone,worth a .hundred times more than another
merely because he is paid a hundred times as much.

We can come closer to a multi-dimensio4a definition of work if we
define it as "an activity that produces something of value
for other people." This definition broadens the scope of what we
call work and places it within a social context. It also implies
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that there is a purpose to work.
We know that the housewife is
rrally working, whether she is paid or not; she is being productive
fur other people. Substituting the children a woman cares for
does not change the nature of her work, only the "others" for whom
she is productive.
And voluntary tasks are certainly work, although
they are not remunerated.
Some people at various stages of their
lives may be productive only for themselves, a possible definition
of leisure.

The Functions of Work
The economic purposes of work are obvious and require little comment.
Work is the means by which we provide the goods and services needed
and desired by ourselves and our society.
Through the economic
rewards of work, we obtain immediate gratification of transient
wants, physical assets for daduring satisfactions, and liquid
assets for deferrable gratifications. For most of the history of
mankind, and for a large part of humanity today, the economic
meaning of work is paramount.
Work also serves a number of other social purposes. The workplace
has always been a place to meet people, converse, and form friendships.
In traditional societies, where children are wont to follow in
their parents' footsteps, the assumption of responsibility by the
children for one task and then another prepares them for their
economic and social roles as adults.
FLnally, the type of work
performed has always conferred a social,status on the worker and
the worker's family. In industrial Akerica, the father's occupation
has been the major determinant of status, which in turn has
determined the family's class standing, where they lived, where
the children went to school, and with whom the family associated--in
short, the life style and life chances of all the family members.
(The emerging new role of women in our society may cause class
standing to be co-determined by the husband's and wife's occupations.)
The economic and societal importance of work has dominated thought
about its meaning, and justifiably so: a function of work for any
society is to produce and distribute goods and services, to transform "raw nature" into that which serves our needs and desires.
Far less attention has been paid to the personal meaning of work,
yet it is clear from recent research that work plays a crucial and
perhaps unparalleled psychological role in the formation of selfesteem, identity, and a sense of order
Work contributes to self-esteem in two ways. The first is that,
through the inescapable awareness of one's efficacy and competence
in dealing with the objects of work, a person acquires a sense of
mastery over both himself and his environment. it The second
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derives from the view, stated earlier, that
an individual is working
when he is engaging in activities that produce
something valued by
other people. That is, the job tells the
worker day in and day out
that he has something to offer. Not to have a job is
not to have
something that is valued by one's fellow human beings.
Alternatively,
to be working is to have evidence that one is needed
by others.
One of these components of self-esteem (mastery) is,
therefore,
internally derived through the presence or absence
of challenge
in work.
The other component (how others value one's contributions)
is externally derived.
The person with high self-esteem may be
defined as one who has a high estimate of his value
and finds that
the social estimate agrees.
The workplace generally, then, is one of the
major foci of personal
evaluation. It is where one finds out whether he is "making
the
grade;" it is where one's esteem is constantly on the
line, and
where every effort will be made to avoid reduction
in self-evaluation
and its attending sense of failure.4/
If an individual cannot
live up to the expectations he has of himself, and
if his personal
goals are not reasonably obtainable, then his
self-esteem,
and with
it, his relations with others, are likely to be
impaired.

Doing well or poorly, being a success or failure at work,
is all
too easily transformed into a measure of being
a valuable or worthless human being, as Erich Fromm writes:
Since modern man experiences himself both as the seller
and as the commodity to be sold
the market, his
self-esteem depends on conditionS-bayond his control.
If he is successful, he is valuable; if he is
not, he is
worthless. 5/
When it is said that work should. be "meaningful,"
what is meant is
that it should contribute to self-esteem, to the
sense of fulfillment through the mastering of one's self and one's
environment, and
to the sense that one is valued by society.
The fundamental question the individual worker asks is "What am I doing that really
matters?" 6/
When work becomes merely automatic behavior, instead
of being
homo faber, the worker is animal laborens.
Among workers who
describe themselves as "just laborers," self-esteem
is so deflated
that the distinction between the human as worker and
animal as
laborer is blurred. 7/ The relationship between wak and
self-festeem
is well summarized by Elliot Jaques:

.2/
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.working for a living is one of the basic activities
in a man's life. By forcing him to come to grips wit-a
his environment, with his livelihood at stake, it confronts him with the actuality of his personal capacity- to exercise judgment, to achieve concrete and specific
results. It gives him a continuous account of his correspondence between outside reality and the inner perception of that reality, as well as an account of the
accuracy of his appraisal of himself. . . .In short,
a man's work does not satisfy his material needs alone.
In a very deep sense, it gives him a measure of his
sanity.8/

Work is a powerful force in shaping a person's sense of identity.
We find that most, if not all, Working people tend to describe
themselves in terms of the work groups or organizations to which
they belong. 9/ The question, "Who are you?" often solicits an
organizationally related response, such as "I work for IBM," or
"I'm a Stanford professor." Occupational role is usually a
part of this response for all classes: "I'm a steelworker," or
"I'm a lawyer." In short: "People tend to 'become what they
do.'" 10/
Several highly significant effects result from work-related identification:
Welfare recipients become "nobodies;" the retired suffer
a crucial loss of identity; and people in low status jobs either
cannot: find anything in thr*.r work from which to derive an identity
or they reject the identity forced on them.21/
Even those who
voluntarily leave an organization for self-employment experience
difficultiw4 with !_dentity--compounded by the confusion of others--as
the following quote from an article entitled "Striking Out on Your Own,"
illustrates:

-75Ini77771175TTE.. .ai;717.37e questions of identity
which present themselves to the self-employed. These
identity crises and situations usually come packaged
in little episode3 which occur when others find that
they have encountered a bona fidd weirdo without a
boss. . . .You are stopped by a traffic policeman
to be given a ticket and he asks the name of your
employer and you say that you work for yourself.
Next he asks, 'Come on, where do you work? Are you
employed or not?' You say, "Self-employed '
May among others you meet, knows that self-employment
is a tired euphemism for being out of work. . . .You
become extremely nervous about meeting new people because
of the ever-present question, 'Who are you with?' When
your answer fails to attach you to a recognized organization. . . .both parties to the conversation often become
embarsaased by our obscurity. 12/
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Basic to all work appears to be the human desire to impose
order, or
structure, on the world. The opposite of work is
not leisure or free
time; it is being victimized by some kind of disorder which,
at its
extreme, is chaos.
It means being unable to plan or to predict. And
it is precisely in the relation between the desire for order
and its
achievement that work provides the sense of mastery so important
to self-esteem. The closer one's piece of the world conforms
with one's structural plans, the greater ti4e satisfaction of work.
And it follows that one of the greatest oources of dissatisfaction
in work results from the inability to make one's own sense of
order prevail--the assembly-line is the best (or worst) example
of an imposed, and, for most workers, unacceptable structure.
These observations have been verified a nuMber of times in investigations of mass and protracted unemployment. Loss of work during
the Depression was found to produce chronic dis--ganization
in the lives of parents and children, as documented in several
studies of the 1930's. 13/ Cynicism, loss of self-confidence,
resentment and hostility toward the Federal government, helplessness, and isolation are all experienced during such
difficult periods.14/ According to Charles Winick,
inasmuch as work has such a profound role in establisha person's life space, emotional tone, family situation,
object relations, and where and how he will live, either
the absence of work or participation in marginal work
often makes it likely that he will develop a pervasive
atonie. 15/

Atonie is a condition of deracination - -a feeling of rootlessness,
lifelessness and dissociation--a word which in the original Greek
meant a string that does not vibrate, that has lost its vitality.
Besides lending vitality to existence, work helps establish the
regularity of life, its basic rhythms and cyclical patterns of
day, week, month, and year. 16/ Withott work, time patterns become
confused.
One recalls the drifting in T.S. Eliot's "The Wasteland:"
What shall I do. . . .What shall we do tomorrow?
What shall we ever do?
When duration of unemployment has been prolonged, unemployed workers
progress from optimism through pessimism to fatalism. Attitudes
toward the future and toward the community and home deteriorate. 17/
Children of long-tecm unemployed and marginally employed workers
uniformly show poorer school grades. 18/ And, despite the popular
notion that unemployed people fill their "free" time with
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intensified sexual activities, the fact is that undermined egos
of former breadwinners lead to diminishid libidos.l9/ "There
are so many unconscious and group needs that work meets," Winick
writes, "that unemployment may lead not only to generalized
anxiety, but to free-floating hostility, somatic symptoms snd
the unconscious selection of some serious illnesses." 301

Many of the studies revealing the disorganizing effects of unemployment during the Depression have found echoes in recent "ghetto
ethnographies." Such studies as Liebow's Tally's Corner show these
effects to be as much a function of unemploythent.and marginal employ
ment per se, as of economic catastrophe. This is so because to be denied
wink is to be denied far more than the things that paid work buys;
it is to beidenied the ability to define and respect one's self.
It is illusory to believe that if people were given sufficient funds
most of them would stop working and become useless idlers. A recent
economic analysis shows that as people increase their earnings
and acquire wealth they do not tend to decrease the time and
energy that they invest in work.211 In another study, when a
cross-section of Americans were asked if they would continue working
even if they inherited enough to live comfortably without working,
80% said they would keep on working (even though only 97. said they
would do so because they enjoyed the work they were doing). 22/
Some people may tvt want to take specific jobs--primarily because
of the effects on their self-esteem--but working, "engaging in
activities that produce things valued by other people," 14 a
necessity of life for most people.

Some of the most compelling evidence about the centrality of the
functions of work in life comes from the recent efforts of women to
fill what some interpret as a void in their lives with the sense of
identity derived from work. As some social critics have noted, the
desire for all that work brings to the individual is at the foundation of the women's liberation movement.
There is also considerable evidence that work has the same meaning
among the poor and among welfare recipients that it has for
middle-class and employed individuals:
A recent study for the Labor Department on the work orientations of welfare recipients found that "the poor of both
races and sexes identify their self-esteem with work to the
same extent as nonpoor persons do." The study found that
although people, on,wifareare.as.committdd.to the mytk
ethic as middle-class people, their attitudes differ in
that they aise,not confid0b.that they can succeed on a jct.
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After experiencing failure, they are more likely to accept the dependence on welfare. 23/
A recent study in South Carolina of 513 underprivileged
workers found that the poor did iot differ markedly from
the middle class in the kind of 'satisfactions that they
derived from work. 24/
The Office of Economic Opportunity has sponsored a threeyear study to assess the validity of the assumption that
the working poor would stop working if they were guaranteed
an annual income. Prelignage findings have shown little
slackening in work effort among those urban families receiving
a guaranteed income. In fact, hourly earnings appear to be
higher for those in the experiment than for those in a control
group. Although it is too early to assess the results of the

experiment, there are signs that withdrail from work effort
is not as extensive as some had feared./
In this regard, it must be realized that although work is central to
the lives of mast people, there is a small minority for whom a job is
purely a means to a livelihood.
To them a job is an activity that they
would gladly forego if a more acceptable option for putting bread on
their table were available. What little evidence there is on this
point indicates that for most such individuals the kinds of jobs that
they see open to them do little to provide the sense of self-esteem,
identity or mastery that are the requisites for satisfying work.
These individuals turn to other activities (music, hobbies, sports,
crime) and other institutions (family, church, community) to find the
psychological rewards that they do not find in their jobs. In effect,
these activities, for these people, become their real work. This unusual phenomenon helps to explain the small amount of job withdrawal
that occurs among welfare recipients. For example, welfare mothers
may choose the personally fulfilling work of raising their children
to the alternative of a low-level, unchallenging job--the only kind
available to them.

The Change in Attitudes Toward Work
Although social scientists have long disputed the precise contribution of the Protestant ethic to the genesis of capitalism,
they generally agree that thrift, hard work, and a capacity for
deferring gratification historically were traits widely distributed among Americans. Moreover, as part of the legitimacy of the
economic system, individual members of our society were to be
credited or blamed for their own circumstances, according to the
degree of their prosperity.
But the ethic, or what has passed fov it, appears to be under
Some futurists tell us that automation will make work
attack:
unnecessary for most people, and that we may as well ignore work
and look to other matters, such as "creative leisure." More
immediately, our attention is drawn to these alleged signs of
work's obsolescence:
.

.

The growth in the number of communes.
Numerous adolescents panhandling in such meccas
as Georgetown, North Beach, and.the Sunset Strip.

.

Various enterprises shifting to 4-day workweeks.

.

Welfare caseloads increasing.

.

Retirement occurring at ever earlier ages.
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All of these are relatively benign signs; more malignant signs are
found in reduced productivity and in the doubling of man-days per
year lost from work through strikes. In some industries there
apparently is a rise in absenteeism, sabotage, and turnover
rates.26/
Ironically, many of these symptoms have increased despite the
general improvements in physical conditions and monetary rewards
for work.
In comparison with the dreary lot of most workers
during the industrial revolution and, indeed, until quite recently,
the workplace today is an Elysian field.
Sweatshop_conditions
have all but disappeared. The extreme dangers of work appear to have
declined in most industries. Women and children are seldom engaged
in back-breaking drudgery. Arbitrary wage cuts and dismissals are
relatively rare, and enlightened laws, personnel policies, and labor
unions protect the worker in a variety of ways.
Quantitatively, the lives of workers away from work similarly have
improved. Real income, standard of living, health status and life
expectancy have all risen markedly. Among, most classes of workers,
homes and cars are owned in abundance, and bank accounts continually grow. For those without work, there is social security,
unemployment compensation, workman's compensation, and an income
floor will very likely be established under welfare compensation.
On the average, then, no workers have ever been as*materially
will -off as American workers are today. What, then, is wrong?
Social scientists are suggesting that the root of the problem
is to be found in the changing needs, aspirations and values of
workers. For example, Abraham Maslow has suggested that the
the needs of human beings are hierarchical and, as each level is
filled, the subsequent level becomes salient. 27/ This order
of needs is:
1.

Physiological requirements (food, habitat, etc.).

2.

Safety and security.

3.

Companionship and affection.

4.

Self-esteem and the esteem of others.

5.

Self-actualization (being able to realize one's
potential to the full).

It may be argued thet the very success of industry and organized
labor in meeting the basic needs of workers has unintentionally
spurred demands for esteemable and fulfilling jobs.

4.

Frederick Herzberg suggests an alternative way of looking at the
needs of workers -- in terms of intrinsic and extrinsic factorsa/
Under this rubric, job satisfaction and dissatisfaction are not
opposites but two separate dimensions. Extrinsic factors, such as
inadequate pay, incompetent supervision, or dirty working conditions
may lead to dissatisfaction, :which may be reduced in turn by such
"hygienic" measures as higher pay and "human relations" training
for foremen. But such actions will not make workers satisfied.
Satisfaction depends on the provision of intrinsic factors, such
as achievement, accomplishment, responsibility, and challenging
work.
Satisfaction, then, is a function of the content of work;
dissatisfaction, of the environment of work.. Increases in
productivity have been found to correlate in certain industries
and occupations with increases in satisfaction, but not with decreases
in disaatisfaction. Hence, hygienic improvements may make work
tolerable, but will not necessarily raise motivation or productivity.
The latter depends on making jobs more interesting and important.

A recent survey, which lends some support for this emphasis on job
content, was undertaken by the Survey Research Center, University
of Michigan, with support from the Departmert of Labor. This
unique and monumental study to which we often refer in
this report, is based on a representative sample of 1,533 American
workers at all occupational levels. When these workers were asked
how important they regarded some 25 aspects of work, they ranked
in order of importance:

1.

Interesting work

2.

Enough help and equipment to get the job done.

3.

Enough information to get the job done.

4.

Enough authority,to get the job done.

5.

Good pay.

6.

Opportunity to develop special abilities.

7.

Job security.

8.

Seeing the results of one's work.

What the workers want most, as more than 100 studies in the past
20 years show, is to become masters of their immediate environments
and to feel that their work and themselves are important--the twin
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ingredients of self-esteem.29/ Workers recognize that some of the
dirty jobs can be transformed only into the merely tolerable, but
the most oppressive features of work are felt to be avoidable: constant supervision and coercion, lack of variety,. monotony, meaningless tasks, and isolation. An increasing number of workers want more
autonomy in tackling their tasks, greater opportunity for increasing
their skills, rewards that are directly connected to the intrinsic
aspects of work, and greater participation in the design of work
and the formulation of their tasks.

Who is Dissatisfied?
When we cite the growing problem in the country of job dissatisfaction using the criteria laid out above, are we talking about 5% or
50% of the workers in the country? It is clear that classically
alienating jobs (such as on the assembly-line)that allow the worker
no control over the conditions of work and that seriously affect
his mental and physical functioning off the job, probably comprise
less than 2% of the jobs in America.22/
But a growing number of
white-collar jobs have much in common with the jobs of autoworkers
and steelworkers. Indeed, discontent with the intrinsic factors
of work has spread even to those with managerial status.
It is,
however, almost as difficult to measure these feelings of discontent about work as it is to measure such other basic feelings as
pride, love or hate. Most of the leading experts on work in
America have expressed disappointment over the unsophisticated
techniques commonly used to measure work dissatisfaction.
The Gallup Poll, for example, asks only "Is your work satisfying?"
It is rot surprising that they get ffom 80% to 90% positive
responses (but even this crude measure shows a steady decrease in
satisfaction over the last decade). When a similar question was
asked of auto and assembly-line workers, 60% reported that their
jobs were "interesting."
Does this mean that such high percentages
of blue-collar workers are really satisfied with their jobs? Most
researchers say no. Since a substantial portion of blue-collar
workers (1) report being satisfied with their jobs, but also indicate
they wish to change them, and (2) report they would continue working
even if they didn't have to, but only to fill time, then this can
only mean that these workers accept the necessity of work, but expect
little satisfaction from their specific jobs.a/

Those workers who report that they are "satisfied" are really saying
that they are not "dissatisfied" in Herzbergian terms--i.e., their
pay and security are satisfactory, but this does not necessarily
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mean that their work is intrinsically rewarding.
This distinction
is illustrated by an interview sociologist George Strauss held
with .a blue-collar worker on a toutine job.
This worker told
Strauss, in a rather off-hand way, "I got a pretty good job."
"What makes it such a good job?" Strauss responded. The worker
answered:
Don't get me wrong. I didn't say it is a good job.
It's an O.K. job - -about as good a job as a guy like me
might expect. The foreman leaves me alone and it pays
well.
But I would never call it a good job. It doesn't
amount to much, but it's not bad. 32/

Robert Kahn suggests that the direct question of satisfaction
strikes too closely to one's self-esteem to be answered simply:
For most workers it is a choice between no work connection (usually with severe attendant economic penalities an& a conspicuous lack of meaningful alternative
activities) and a work connection which is burdened with
negative qualities (routine, compulsory scheduling,
dependency, etc.).
In these circumstances, the
individual has no difficulty with the choice; he
chooses work, pronounces himself moderately satisfied,
and tells us more. may if the questions become more
searching. Then we learn that he can order jobs clearly
in terms of their status or desirability,
wants his son to be employed differently from
himself, and, if given a choice, would seek a
different occupation. 33/

More sophisticated measures of job satisfaction designed to
probe the specific components of a job offer great contradictions
to simple "Are you satisfied" surveys. When asked about specific
working conditihna:f
the Michigan survey found that great numbers of
"satisfied" workers had major dissatisfactions with such factors
as the quality of supervision and the chance to grow on a job.
A 1970-71 survey of white, male blue-collar workers found that less
than one-half claimed that they were satisfied with their jobs
most of the time..
The proportion of positive responses varied
accouditg to the amount of variety, autonomy, and meaningful
responsibility their jofla provided. 34/
Over the last two decacks, one of the most reliable single indicators
of job dissatisfaction has been the response to the question:
"What
type of work would you try to get into if you could start all over
again?" Most significantly, of a cross-section of white-collar
workers (including professionals), only 43% would voluntarily
choose the same work that they were doing, and only 24% of a
cross-section of blue-collar workers would choose the same kind
of work if given another. chance. 35/ This question, some researchers

30
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feel, is a particularly sensitive indicator because it causes
respondents to take into account the intrinsic factors of the
job and the very personal question of self-esteem.
Those in jobs
found to be least satisfying on other measures seldom would
choose their present occupation again:
TABLE

Percentages in Occupational Groups
Who Would Choose Similar Work Again
Professional and Lower
White-Collar Occupations

Working Class
Occupations
Skilled printers

52

Paper workers

42

Skilled auto- workers

41

Skilled steelworkers

41-

Textile workers

31

85

Blue-collar workers,
cross-section

24

83

Unskilled steelworkers

21

Unskilled auto-workers

16

Urban university
professors

93

Mathematicians

91

Physicists

89

Biologists

89

Chemists

86

Firm lawyers
Lawyers

Journalists (Washington
correspondents)

82

Church university
professors

77

Solo lawyers

75

White Collar Workers,
Cross-section

43

Another faitly accurate measure of job satisfaction is to ask the
worker the question: "What would you do with the extra two hours
if you had a 26-hour day?" Two out of three college professors
and one out of four lawyers say they would use the extra time in a
,'.work- related activity.
Strikingly, only one out of twenty nonprofessional workers would make use of the extra time in work
activity. 36/

3/
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We are able, then, to differentiate between those jobs that are
satisfying and those that are dissatisfying to the people who
hold them. The prestige of an occupation is often an accurate
predictor of the level of satisfaction found in a job (chile the
ranking of occupations by prestige does not correspond exactly with
either salary or the amount of education needed to perform well
on the job).37/
Moreover, prestige ranking of jobs is nearly
identical with the ranking of jobs according to who would choose
the same work again. People, evidently, know what work is satisfying and what work is not, even if they are unable to articulate
the characteristics of each.

We also find that the jobs people find most satisfying contain
of.:the :factors 'Ctged,:ahoye.that:workers find importaut

tEotheir jobs.. Therdiasitisfiing.i0bs-contait only some or none
of-2these. factors., ;4Tholie:jarsrettAtigbly, di@sattafying aspects
are4Ound..to.tbkrelate wilth.socTal-prob.im,bas such astphysical and

mental-ilihealth,,aawelllusttate in Chapter III.)
Demographic factors also play a part in the difference between
satisfaction and dissatisfaction in the workplace. Young workers
and blacks were found to be the most dissatisfied segments of the
population in the University of Michigan Survey of Working Conditions. But
even dissatisfaction among these groups was often found to correlate
with specific kinds of jobs and job situations. For example, highlytrained women in low-level jobs were often extremely dissatisfied,
but women and men with the same training in the same jobs were
equally satisfied.
Sources of Dissatisfaction
Based on what we know about the attitudes of workers towards their
jobs, we can identify the following two factors as being major sources
of job dissatisfaction:
The Anachronism of Taylorism. Frederick Winslow Taylor, father
pf time and motion studies and author of Principles of Scientific
Management, prqpagated a view of efficiency which, until recently,
was Markedly successful--so long as '!success" was measured in terms
of unit costs and output. Under his 'tutelage, work tasks were
greatly simplified, fragmented, compartmentalized, and placed under
1.

continuous superitisionWileworker!,srewards depended-.:modeling
as 'he was to-MI:land. istcrearbing
output. Taylor f s advice resulted
in major increases in productivity, sOmeitMes.SpectacUlarlY'so.

Several events have occurred to make Taylorism anachronistic. Primarily,
the workforce has changed considerably since his principles were
instituted in the first quarter of this century. From a workforce
with less than an average educational attainment of junior high school,
containing a large contingent of immigrants of rural and peasant origin
and resigned to cyclical unemployment, the workforce is now largely

JR
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native-born, with more than a high school education on the average,
and affluence-minded. And, traditional values that depended on
authoritarian assertion alone for their survival have been challenged.
Simplified tasks for those who are not simple-minded, close supervision by those whose legitimacy rests only on a hierachical structure,and jobs that have nothing but money to offer in an affluent
age, are simply rejected.
For many of the new workers, the monotony
of work and scale of organization, and their inability to control
the pace and style of work are cause for a resentment which they,
unlike older workers, do not repress.

Attempts to reduce the harmful affects of Taylorism over the last two
generations have not got at the nub of the problem. For example, the
"human relations" school attempts to offset Taylor's primacy of the
machine with "tender, loving care" fox workers. 38/
This school
(which has many adherents in personnel offices today) ignores the
technological and production factors involved in a business. This
approach concentrates on the enterprise as a social syst °m - -the
worker; are to be treated better but their jobs remain the same.
Neither the satisfaction .of workers nor their productivity is likely
to improve greatly from the human relations approach. Alternatives
to Taylorism, therefore, must arise from the assumption that it
is insufficient either to adjust people to technology or technology
to people.
It is necessary to consider both the social needs of
the workers and the task to be performed. 39/ This viewpoint
challenges much of what passes as efficiency in our industrial
society.

Many indUstrial engineers feel that gains in productivity will
come about mainly through the introduction of new technology. They
feel that tapping the latent productivity of workers is a relatively
unimportant part of the whole question of productivity. This is the
attitude that was behind the construction of the General Motors
autopilant in Lordstown, Ohio, the newest and most "efficient" auto
41;arititn.iAttidittl., Early in 1972, workers there went out on strike

over the pace of the line and the robot-like tasks that they were
asked to perform. This event highlights the role of the human
element in productivity: .What does it gain the employer to have
a "perfectly efficient" assembly-line if his workers are out on
strike because of the oppressive and dehumanized experience of,
working on the "perfect" line? As the costs of absenteeism, wild
cat strikes, turnovez, and industrial sabotage become an increasingly
significant part of the cost of doing business, it is becoming
clear that the current concept of industrial efficiency conveniently
but mistakenly ignores the social half of the equation.
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It should be noted that Taylorism'and a misplaced conception of
efficiency is not. restricted to assembly-lines or, for that matter,
to the manufacturing sector of the economy. The service sector
is not exempt.
For example, in the medical care industry, the
phenomenal growth in employment over the past decade or so has
occurred largely in lower-level occupations. This growth has been
accompanied by an attempt to increase the efficiency of the upperlevel occupations through the delegation of tasks down the ladder
of skills. This undoubtedly results in a greater efficiency in the
utilization of manpower, but it rigidifies tasks, reduces the range
of skills utilized by most of the occupations, increases routinization,
and opens the door to job dissatisfaction for a new generation of
highly-educated workers.

As we have seen, satisfying jobs are most often those that incorporate.
factors found in high-status jobs--autonomy, working on a "whole"
problem, participation in decision making. But as Ivar Berg and
ethers have noted, as a result of countless public and private
.0blicies and decisions that determine our occupational structure,
growth in occupational opportunities has occurred largely in middleand lower- levels.
The automation revolution that was to increase the
demand for skilled workers (while decreasing the need for humans to
do the worst jobs of society) has not occurred. What we have been
able to do is to create such jobs as teacher aides, medical technicians
and computer key punch operators--not jobs with "professional"
characteristics. Undoubtedly, these jobs have opened opportunities
for many who would otherwise have had no chance to advance beyond
much lower-skilled positions. But it is illusory to believe that
technology is opening new high-level jobs that are replacing low-level
jobs.
Most new jobs offer little in the way of "career" mobility - -lab
technicians do not advance along a path and become doctors.
This problem of a fairly static occupational structure presents society
with a formidable barrier to providing greater job satisfaction to
those below the pinnacle of the job pyramid. Without a technological
revolution there is little hope of flattening out this structure in
order to give more workers higher status jobs. It then.becomes
crucial to infuse middle- and lower-level jobs with professional
characteristics, particularly if we plan to continue offering higher
and higher degrees of education to young people on the assumption
that their increased expectations can be met by the world of work.
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2.
Diminishing Opportunities to be One's Own Boss. Our economic,
political, and cultural system has fostered the notion of independence and autonomy, a part of which is the belief that a hardworking person, even if he has little capital, can always make a go of it
in business for himself.
Or, to put it another way, if things
get too bad in a dependent work situation, it has been felt that
the individual could always strike out on his own.

This element of the American Dream is rapidly becoming myth,and
disappearing with it is the possibility of realizing the character
traits; of independence and autonomy by going into business for
oneself.
The trend of the past 70 years or more, and particularly
in recent years, has been a decrease in small independent enterprises and self-employment, and an increase in the domination of
large corporations and government in the work force.
In the
middle of the 19th century, less than half of all employed people
were wage and salary workers. 40/ By 1950 it was 80%, and by 1970,
90%.
Self-employed persons dropped from 1S% in 1950 to 9% in
1970.
Individual proprietorships in service trades declined from
81% to 78% in only five years--from 1958 to 1963. From 1960 to
1970, government workers increased from 12% of The civilian labor
force to more than 15%. Out of 3,534,000 industrial units employing 70% of the civilian labor force, 2% of the units accounted for
50.6% of the employees, and more than 27% of the employed were
accounted for in 0.3% of the units.
Among a class of occupations notable for their autonomy--managers,
officials, and proprietors (excluding farms)--self-employment fell
from 50% in 1950 to 37% in 1960.
On the farms, wage and salary
workers increased as a percentage of all farm workers from 61% in
1950 to 80% in 1960. Even among authors, self-employment dropped
from 62% to 38% in this period, while self-employed photographers
declined from 41% to 34%.
Although the percentage of self-employed
lawyers has remained almost constant, in 1967 nearly half reported
working in firms having 8 to 50 or more lawyers, suggesting some
limitation on their autonomy and independence.
As these data attest, the trend is toward large corporations and
bureaucracies which typically organize work in such a way as to
minimize the independence of the workers and maximize control and
predictability for the organization. Characterologically, the
hierarchical organization requires workers to follow orders,
which calls for submissive traits, while the selection of managers
callsfor authoritarian and controlling traits. With the shift
from manufacturing to services--employment has gone from about
50-50 in 1950 to 62-38 in favor of services in 1970--the tyranny
of the machine is perhaps being replaced by the tyranny of the
btsreaucracy.
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Yet, the more democratic and self-affirmative an individual is,
the less he will stand for boring, dehumanized, and authoritarian
work. Under such conditions, the workers either protest or give
Anger that
in, at home cost to their psychologichl well-being.
does not erupt may be frozen into schizoid depressed characters
who escape into general alienation, drugs, and fantasies. More
typical,ly,dissatisfying working environments result in the condition known as alienation.
Alienation exists when workers are unable to control their
immediate work processes, to develop a sense of purpose
and function which connects their jobs to the over-all
organization of production, to belong to integrated industrial communities, and when they fail to become involved in
the activity of work as a mode of personal self-expression.41/
Social scientists identify four ingredients of alienation:
(1)
powerlessness (regarding ownership of the enterprise, general
management policies, employment conditions and the immediate work
process), (2) meaninglessness (with respect to the character of
the product worked on as well as the scope of the product or the
production process), (3) isolation (the social aspect of work),
and (4) self-estrangement ("depersonalized detachment," including
'boredom, which can lead to "absence of personal growth"). 42/ As
'thus broken down, alienation is'inherent in pyramidal, bureaucratic
management patterns and in advanced, Taylorized technology, which
divides and subdivides work into minute, monotonous elements. The
result of alienation is often the withdrawal of the worker from
community or political activity or the displacement of his frustrations through participation in radical social or political movements. 43/
It seems fair_to.conclude that the combination of the changing social
character of American workers, declining opportunities to establish
independence through self-employment, and an anachronistic organization of work can create an explosive and pathogenic mix.
What can Be Done--A "Social Efficiency" Model
One of the main burdens of this report will be to verify that work,
health, welfare, family stability, education, and other matters
of major concern do not reside in discrete compartments, but rather
that we live in a closed system--"spaceship earth" to use
Ilmmet4 Boulding's phrase. These spheres of action are mutually
influential, but one may be more dominant than the others.
The
empirical evidence and theoretical formulations presented in this
report strongly suggest that, from the point of view of national
policy,
plays a dominant role. This means that "trade-offs"

can
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might be made between work and these other concerns; i.e., the more
that is done about work along the lines advocated in this report,
the less that might have to be done about, say, medical care or
public assistance or certain social programs for the aged.
It would do well to note, however, that acting on the trade-off
potential will probably require a marked shift in perspective,
particularly with regard to the lodgement of responsibility.
If work is to become a lever for action, the responsibilities of
employers, for example, would have to be greatly changed; they
would no longer be considered as essentially producers of goods
and services, but as actors who affect, and who in turn are
affected by the major institutions in society.
This shift in perspective may be highlighted through a contrast
.______of industrial efficiency with "sociAl_efficieny.6_. Othercoinages
would do equally well to illuminate the differences--for example,
Willis Harman's 'humanistic capitalism." 44/ The contrast is between
the narrow interest of producing goods and services and the broader
interest of relating that production to other social concerns.
"Industrial efficiency" is here defined in its usual economic
sense:
the goal of an enterprise is to obtain the maximum output at a given level of costs (or a given level of output at a
minimum cost).
In optimizing costs and outputs, all substitutions ("tvade-offs") are internal to the operation of the enterprise.
Labor and capital--including intellectual, managerial,
and the accumulation of skills, as well as physical capital,
are'substituted for one another to achieve efficiency for the
firm, without-regard to external effects.

"poial efficiency" draws on the economic notion of "externalities,"
which recognizes that the production of goods or services by a
firm may result in costs or benefits that occur in society and
which are not accounted for in the internal audit of any firm or
all firms together. If the externalities are "diseconomies,"
the firm may be industrially efficient but socially inefficient.
If the externalities result in social "economies," the firm may
not be inaustrially efficient even though it is socially efficient.
The social efficiency concept includes a variety of non-economic
social costs, such as the costa of social and political alienation.
In the area of pollution. control the concept has been used by the
Federal Government in its attempts to have the industries responsible
for pollution internalize some of the costs of cleaning the environment. The allocation of such social costs is a complex matter. In
many cases, communities or societies chose to bear these costs in
order that the industry may be able to continue to provide a valued
service,
But the need for sensitivity to the interrelations between
social and industrial efficiency is increasingly being recognized by
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businessmen. A few far-sighted leaders even see that one depends on
the other, and that: businesses can sustain their long-run profitability
by defraying many of the social as well as economic costs they incur.45/
ti

Some business leaders recognize that their firms capitalize on free
or public goods and that it is their responsibility to replcmish the
public storehouse when they partake of its largesse. J. Irwin Miller
of the Cummins Corpc:wation says that "Every business is the beneficiaTy
of services such as schools and government, and of enriching elements
such as art and religion, which it did not pay for and without which
it could not exist.nli./
Other businessmen, such as Sidney Harman,
President of Jervis Corporation, and Alfred J. Marrow, Chairman of
the Board of the Harwood Companies, have expressed concern over the
attitude of industry toward human capital. Harman writes that
in addressing the question of the employer's obligations
to society, to stockholders and workers, / the businessman/
must see them as intricately interrelated. One cannot,
in effect, serve society at all if he does not serve its
people.
One cannot serve shareholders effectively if he
does not act to make business itself an agent for human
growth and fulfillment. For, unless the businessmanemployer...recognizes this as a minimal obligation, he will
in the long run (and more likely in the short term)
participate in the destruction of the very instrument from
which stockholders draw nourishment.47/
Harman goes on to say that "work satisfaction--which is to say the
attainment of a sense of purposefulness in his or her work, the
achievement of a sense of personal worth and dignity--should be seen
as a fundamental right of employees, and therefore a fundamental
obligation of employers." Furthermore, "the consistent implementations
of this view throughout the business community is the most reliable
assurance of the preservation and constructive development of the free
enterprise system."48/
Extension of Corporate Responsibility
While there is growing evidence that a sense of corporate.responsi
bility for the larger efficiency of society is emerging, there are a
large number of areas in which the responsibility could be increased
or lodged for the first time.
Occupational health and safety is a
prime example.
In 1969, workmen's compensation, covering 84.5 percent of the labor
force, paid out a total of $2.5 billion--$1.5 billion for disability,
$875 million for medical benefits, and $185 million for survivors
benefits.49/The $3.2 billion in insurance premiums paid by employers
represents some "internalization" of the social disadvantages of
hazardous employment, but only a small portion end, obviously, not
enough.
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The inadequacy is to be found not only in the need for
the
recently enacted special legislation and funding
for black lung
disease--an example of a failure of industry to
internalize costs- nor only in the small amount of compensation relative
to earning
capacity, but also in the increasing injury-frequency
rate, the
rising average days of disability per case, and the increasing
severity rate, which has been the lot of
a majority of occupations.
In 1968, a total of 14,311 people died in industrial
accidents,
about the same as the number of American fatalities
in
Vietnam
that year. 50/
In the same year, 90,000 workeils suffered permanent
impairment from industrial accidents, and a total of
2,100,000 suffered total but temporary disability....
In 1969, / exposures to industrial pollutants in
the
workplace/caused one million new cases of occupational
disease.
Among the casualties were 3,600 dead and over
800,000 cases of burns, lung and eye damage, dermatitis,
and brain damage.51/

If the social diseconomies of hazardous employment
were fully internalized by industry, one would expect the injury and disease
rates
to decline, on the assumption that it would be worthwhile
to reduce
the contribution of this factor to industrial inefficiency.
obvious how much industry should spend (either through legal It is not
enforcement of standards or out of a sense of responsibility)
to reduce
occupational hazards, but we cannot ignore the point that the
failure
to protect workers results in deaths, ruined lives, medical
costs,
public assistance, and other costs borne by individuals and
society,
not by industry.
l

We need only translate this so vial efficiency model to the less
obvious
problem that is a prime topic of this report--the effects of largescale, bureaucratic and assembly-line forms of work organization
on the
mental and physical well-being of workers.

Occasionally, a news story will report that a worker has gone berserk
as a result of the conditions of his work, and has killed a co-worker.
Recently, a jury refused to convict an employee who killed two foremen and another worker in an auto plant on the grounds of temporary
insanity, when testimony pointed up inhumane working conditionsAgi
One
may also read that an assembly-line worker in an automobile plant finds
it necessary to consume large quantities of whiskey at lunch to face
the relentless assembly-line in the afternoon. To what extent have
modern.production methods spawned alcoholism and violence? And to
what extent would the revitalization of planning and decision-making
among employees lead to greater mental and physical well-being?

The redesign of work, as this report spells out in detail, can
lower such business costs as absenteeism, tardiness, turnover,
labor disputes, sabotage, and poor quality, all of which is to the
advantage of employers and consumers. The evidence suggests that
meeting the higher needs of workers can, perhaps, increase productivity from 5% to 40%, the latter figure including the "latent"
productiirity of workers that is currently untapped.53/ Indeed, the
potential gains in productivity are so impressive, it is very likely
that the redesign of jobs must be accompanied by an equivalent effort
to create jobs, if the commitment of all concernedparticularly labor
unions--is to be obtained.
Our final instance of the difference between industrial and social
efficiency pertains to the unemployed person, who, in the existing
accounting system, is an "inefficient resource." Whether it is
because of changes in demand or in production methods, it is not
efficient to retain an employee whose marginal product is of less
value than his earnings and the capital costs supporting his work.
In humanistic and social terms, however, no one is "inefficient,"
and modern societies, recognizing this, find it worthwhile to provide some assistance when one is unemployed. But the assistance
is generally very little, and the mental and physical suffering
from unemployment quite large. The,social efficiency model would
assert that there are always jobs that need to be done in society,
that the costs of unemployment are too high to be tolerated, and
it is for people that employment axists, not the other way around.
For society, the main benefits from an increase in both the quantity
and quality of jobs will be in avoiding some of the very large costs
now incurred by the present way we do business. These costs are
not fully tallied in the annual reports of our corporations and
bureaucracies; they are the costs of such job-related pathologies
as political alienation, violent aggression against others, alcoholism and drug abuse, mental depression, an assortment of physical
illnesses, inadequate performance in schools, and a larger number of
welfare families than there need be. These costs are borne by the
citizen and by society; they must be included in any systematic
accounting of the costs and benefits of work in America.
A precedent,
for this has been established in environmental policy; the precedent
weds to be extended to social policy.
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Chapter II

PROBLEM OF AMERICAN WORKERS

No one model can serve as representative of the problems of "the
American worker." There are many workers, and the problems of the
workplace impinge on different categories of workers in many different
ways.
In this chapter some of the demographic complexities of an
inadequate quantity or quality of jobs are explored from the perspectives of the following groups: blue-collar and white-collar workers
and managers, and young, minority group, female and aderly workers.
BLUE-COLLAR BLUES

The "blue-collar blues" is probably one of the most misunderstood
social phenomena of our time. Sam Zagoiia, the director of the LaborManagement Relations Service, offers an explanation for the blues
that transcends "hard-hat" or political,stereotypes:

I suspect that much of the current voter unhappiness 'with
things as they are' is directed not only to the political decisions and domestic tensions about which candidates and officeholders are speaking, but also to 49 dreary way in which many
people spend their working days....-1
Work problems spill over from the factory into other activities of
life: One frustrated assembly-line worker will displace his jobgenerated aggression on family, neighbors, and strangers while
fellow worker comes home so fatigued from his dayrs work that-all
he can do is collapse and watch television. The difference in reactions may only be a function of their ages, as this Studs Terkel
interview with a steelworker illustrates:
You're at the tavern.

About an hour or so?

Yeah. When I was single, I used to go into hillbilly bars,'
get in a lot of brawls....

Why did you get in those brawls?
Just to explode.

I just wanted to explode....

You play with the kids...?
....When I come home, know what I do for the first 20 minutes?
Fake it. I put on a smile. I don't feel like it. I got a
kid three-and-a half years old. Sometimes she says, Daddy,
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where've you been? And I say, work. I could've told her I'd
been in Disneyland. What's work to a three-year-old? I feel
bad, I can't take it out on the kid. Kids are born innocent
of everything but birth. You don't take it out on the wife
either. This is why you go to the tavern. You want to release
it there rather than do it at home. What does an aRtor do when
he's got a bad movie? I got a bad movie every day,A/
A study in British Ccbmbia concluded that a restrictive and narrow
work environment "is a burden not easily dropped at the mill gates."
For example, workers who had socially isgl,ated jobs tended to be
unable to integrate into community life.
Other studies show that
leisure cannot fully compensate for a dissatisfying work situation.A/

There is now convincing evidence thatJsome blue-collar workers
are carrying
their cork frustrations home and displ.acing them in extremist social
and political movements or in hostility toward the government. For
other workers apathy is the reaction to the same set of social circumstances. The symptoms of the blue-collar blues are part of the
popular sociology in America: The middlemass, the hard-hats, the
silent majority, the forgotten Americans, the Archie Bunkers as they
have been variouslycalled, are characterized as alienated from their
society, aggressive against people unlike themselves, distrusting
of others and harboring an inadequate sense of personal or political
efficacy. Yet, contrary to popular opinion, Stanley E. Seashore
and Thad J. Barnowe found that the blues are not confined to any one
cohort --sex age, income status, collar color or any combination
of these traits.
Rather, the blues are associated with the possessor's conditions of life at work. But adequate and equitable pay,
reasonable security, safety, comfort and convenience on the job do
not insure the worker age.inst the blues.
The potent factors that
impinge on the worker's values, according to Seashore and Barnowe,
are those that concern his.self-respect, a chance to perform well
in his work, a chance for personal achievement and growth in competence, and a chance to contribUte something personal and unique to
his work.
Further evidence that political and social attitudes and behavior
are related to work experiences and expectations comes from a recent
study of blue-collar union umbers by Harold Sheppard.V He found
that where aspirations relating to work are not realized, it is not
uncommon to find a degree of bitterness and alienation among workers
that is reflected in a reduced sense of political efficacy. These
"alienated" workers tend to participate less in elections and,
when they do vote, tend to cast :their ballots for extremist or
"protest" candidates. These dissatisfied workers are far more likely
than-satisfied workers to believe that the lot of the average person
has been getting worse. They are more authoritarian in their views
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(they tend to prefer strong leaders to democratically developed
The key variable in this study, as in the previously
cited study, appears to be the nature of the tasks performed by
the workers.
For example, those workers with jobs that measure
high on variety, autonomy, and use of skills were found to be low
on measures of political and personal alienation.
laws).

An earlier study of 1,156 employed men revealed that the best independent predictors of work alienation are (1) a work situation
and hierarchial organization that provide little discretion in pace
and schedule, (2) a career that has been blocked and chaotic, and
(3) a stage in the life cycle that puts the "squeeze" on the
worker (lar7/ ge numbers of dependent children and low amounts of

savings),These findings offer hope for positive action.
Had it been, as
most have felt, that the blues were strongly linked with such
attributes as age, sex, class, collar color, race or educational
achievement, there would have been little opportunity for effective
action to moderate the destructive elements of the blues. But
fortunately, working ::Ionlitions are far easier to change than
demographic factors.
.

Furthermore, it appears that conditions in the workplace cannot be
ignored when considering the requisite conditions for a politically
healthy citizenry. As Robert'Dahl states, if workers were to
discover that participation in the affairs of the enterprise...
contributed to their own sense of competence and helped theth
to control an important part of their daily lives, then
lassitude and indifference toward participation might change
8/
into interest and concern.-The blue-collar blues, undoubtedly, have more than one well-spring
of discontent. The economic squeeze, an inequitable tax system
(for example, the proportion of earned income paid in social security
and sales taxes is higher for blue-collar workers than for workers in
higher income groups), the erosion of neighborhoods and the decline in
municipal services are real and tangible blue-collar grievances. But
genuine alleviation of the blues is unlikely without changes in the
quality of working life for middle-Americans.
To accomplish these
changes we must first identify clearly the special problems of workers.
One of these work-related problems appears to be that the bluecollar worker sees his mobility and his children's mobility blocked.
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Worker Mobility
Many blue-collar workers do not believe that there is a great deal
of opportunity to move up the ladder of success, and the lack of
alternatives produces frustration. Robert Quinn has shown statistically that both job satisfaction and mentql health are poorer
when a worker feels "locked -in" to N.e job.2/ Workers who feel
there is little opportunity for mobility within their work organization, or little control over their job assignments, or little
probability of getting another job elsewhere, characteristically
suffer from tension, job dissatisfaction and mental health problems.
Workers also are no longer confident that education provides a key
to advancement. Robert Schrank and Susan Stein have claimed that
whites who are blue-collar workers:
(1) see the attack on the
relevance of schools as an attack on their and their children's
chances to "make it;" (2) feel that their school is being used for
experiments in desegregation and are bitter that through compensatory
education blacks are leap-frogging step; to advancement that they
are still required to take; and (3) are frustrated by the fact that
employers have raised the credental requirements for better jobs

faster than they can gain them.
Moreover, the impact of technology has been acutely felt by the
blue-collar worker--not necessarily because it puts him out of a
job, but because it lowers his status and satisfaction from the
job.
Schrank and Stein highlight the interplay between education
and technology in the lives of blue-collar workers:
Knowledge, not skill, is the critical factor in modern technology.
For example, a craftsman who can square off a piece of steel
with a hand file may be a true artisan; but his artisanship is
useless on a numerically-contro110,machine tool which needs
someone who understands a system..14f
Another major change that has been linked to the blues is the new
composition of the blue-collar labor force. Traditionally, the
ranks were filled by new European immigrants as the children of
the old immigrants moved into white-collar jobs. Now, with unskilled immigration from Europe at an ebb, the children of bluecollar workers (both nen and women) are becoming a second (or
third) generation of blue-collar workers. This is an important
factor in the recent increase in the blues, for working-class
culture (like that of the middle-class) dictates that people
should be constantly improving their standard oLliving--children
should do better materially than their parents. 2"4:1 This does not
mean that the blue-collar worker's goal is to become an uppermiddle class intellectual. Rather, it is a reflection of the fact
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that a set-back--to a worse job, to a smaller house, or to an older
car--is a serious threat to those who have lived with the possibility
of unemployment and failure. To follow in Dad's footsteps; into the
factory, then, is only acceptable if things are clearly much better there
than they were for Dad.

Young blue-collar workers also are better educated than their parents.
In 1960, 26% of white and 14% of black craftsmen and operatives had
completed four years of high school. By 1969, 41% of whites and
29% of blacks in those jobs had completed a secondary education.11/
When we recall that decisive factors in job dissatisfaction are
monotony, decreased chances for learning, and little need for exercising judgment, and place these alongside the fact that blue-collar
workers are better educated than ever before, we begin to see one
of the real causes of their blues. These better educated workers,
quite clearly, are not. so easily satisfied as their forebears with
the quality of most blue-collar jobs--a fact verified by the Suxvey
of Working Conditions.

Society's View of the Manual Worker

We must also recognize that manual work has become increasingly denigrated.by the upper middle-class of this nation.
The problems of
self-esteem inherent in these chartging attitudes are further compounded by the impact of the Communications media. For example,
the images of blue-collar workers that are presented by the media
(including school textbooks) are often negative. Workers are presented as "hardhats" (racists or authoritarians) or as "fat-cats"
(lazy plumbers who work only twenty-hour weeks yet earn $400.00 a week).
The view of the worker in the mass media is that he is the problem,
not that he has problems.
Today, there is virtually no accurate dramatic representation--as
there was in the 1930's--of men and women in working-class occupations.
Instead, we have recently had the movie "Joe" and the television
series about Archie Bunker. These stereotypes--ignoring the heterogeneity of blue-collar workers--do little to enhance the dignity
of the worker or his job. For example, what does Archie do on the
job? Is he ashamed of his job? Is that why he won't talk about it
at home? Certainly, if he worked in an office we would see scenes
of him at work. The negative view of blue-collar work on the show
is reenforced by the fact that_Archies "socially enlightened" son-inlaw is a future professional.'
Research shows that less than one character in ten on television is
a blue-collar worker, and these few are usually portrayed as crude
people with undesirable social traits. Furthermore, portrayals tend
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to emphasize class stereotypes:
lawyers are clever while construction
workers are louts. But it is :IA only the self-image of the worker
that is being affected; televiaton is conveyibg to childm superficial and misleading information about work in society.
children
do, indeed, learn from televiaton, they will "learn" that professionals
lead lives of care-free leisure, interspersed with drama and excitement (never hard work) and that blue-collar workers are racist clods
who use bad grammar and produce little of use for society.

The ramifications of the Law societal view of the worker are extensive
and related to the personal problems of workers: low self- esteem,
alcoholism, and withdrawal from community affairs. Our interviews
with blue-collar workers revealed an almost_ overwhelming sense of
inferiority: the worker cannot talk proudly to his children about
his job, and many workers feel that they must apologize for their
status. Thus, the working-class home may be permeated with an atmosphere of failure--even of depressing self-degradation. This problem of esteem and identity is, perhaps, related to the recent rise in
ethnic consciousness among the working class.
Statistical evidence indicates that the working class is composed
heavily of Americans who identify themselves as "ethnics." In 1969,
46 million Americans identified themselves as members of some specific
ethnic group; over 20 million of time people were in families earning
bfe.tween $5,000 and $10,000 a year. -- / The revival in ethnic identity
has occurred mainly among second and third generation Polish, Italian,
and Slavic workers in this income group. This "return" to ethnicity
(the parents of these workers never abandoned their traditional
roots) has occurred mainly in large, industrial, Northern cities-principally in Chicago, Detroit, Pittsburgh, Philadelphia, New York
and Boston. Significantly, working-class "ethnics" in these cities
tend to hold jobs that are not intrinsically satisfying--jobs in
heavy industry,(steel, autos) which have low prestige, low autonomy,
and little opportunity for growth. Thus, trapped in jobs that do
not offer a high degree of self-esteem, many of these workers appear
to have turned to their ethnic groups for a healthy self-concept.
The clan, the tribe, or the ethnic group offers unquestioning acceptance and membership as it shields the individual from assaults on
his self-esteem.
In summary, the critical variable in ethnic discontent may be the nature of the jobs held by these workers.

White-Collar Privileges
Blue-collar discontent is exacerbated by distinctions between bluecollar and white-collar privileges on the job. For example, the
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blue-collar worker must punch time clocks, making it difficult for
him to arrange his work schedule to manage such personal chores as
visiting the doctor, getting his car repaired, and visiting the
school to discuss his children's problems. More basically, 2.4,,
of all workers have no paid vacations, 40% have no sick leave,AN
arm! perhaps 70% will never receive a private pension check (even
thlugh time percentages may be employed in firms with pension
plins).1V Virtually all of those workers who are without these
betefits are found among the ranks of non-professionals.
A problem related to management privileges is the general feeling
among workers that their bosses abuse their disciplinary prerogatives,
and that their unions do not challenge such "abuses." They often
claim that work rules, particularly in the auto industry, are similar
to military discipline. Some younger, more educated workers are
even beginning to question the constitutionality of punishment at
work without due process. For example, in some industries supervisors have the right to send offending workers home and dock their
salaries for the time they were not permitted to work. Many such
arbitrary dismissals occur when young, better-educated workers come
into conflict with older, less-educated foremen, who rose to their
job in a more authoritarian age. Other instances are due to unclear
work rules. An auto worker explains his conflict with authority:
I'm a relief man and there's a lot of jobs I used to relieve
that used to be easy, but now they're hard and sometimes you
can't do everything, you know. And then the foreman comes up
there and starts nagging you--you tell tem you can't keep up
with it. You can't keep up with it and he still keeps nagging
you and nagging you. And they have a lot of dual supervision
out there now, where you got one foreman, your foreman who's
supposed to tell you what to do, siid then they got another
foreman who comes along and tells you what to do. And that's
not right--it gets confused.
Perhaps the most consistent complaint reported to our task force
has been the failure of bosses to listen to workers who wish to
propose better ways of doing-their jobs. Workers feel that their
bosses demonstrate little respect for their intelligence. Supervisors are said to feel that the workers are incapable of thinking
creatively about their jobs.
In summary, the cause of the blue-collar blues is not bigotry, the
demand for more money, or a changing work ethic. An auto worker
explains the real genesis of the blues:

If you were in a plant you'd seeeverybody thinks that General
Motors workers have it easy, but it's not that easy. Some jobs
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you go home after eight hours and you're tired, your back is
sore and'you're sweatin'. All the jobs ain't that easy. We
make good money; yeah, the money is real good out there, but
that ain't all of it--cause there's really a lot of bad jobs
out there.
Schrank hypothesizes that blue-collar blues "result from rising
expectations of status and mobility and the apparent inability of
the system to deliver." 112/ But we believe that the system can
deliver. The proposals we make later in this report for portable
pensions, continuing education and retraining for workers, and for
the redesign of work tasks are proper responses to the real problems
of blue-collar workers. To do otherwise treats the symptolms, not
the causes, of the blues. Great care, then, must be taken to interpret wisely the signs of discontent among workers. InCreased
industrial sabotage and sudden wild-cat strikes, like the one at
Lordstown, portend something more fundamental than the desire for
more money. Allegiance to extremist political movements may mean
something-other than hatred of those of another color.

WHITE-COLLAR WOES

The auto industry is the locus classicus of dissatisfying work; the
assembly-line, its quinteasential.embodiment.
But what is striking
is the extent to which the dissatisfaction of the assembly-line
and blue-collar worker is mirrored in white-collar and even managerial
positions. The office today, where work is segmented and authoritarian,
is often a factory. For a growing number of jobs, there is little
to distinguish them but the color of the worker's collar: computer
keypunch operations and typing pools share much in common with the
automobile assembly-line.
Secretaries, clerks, and bureaucrats were once grateful for having
been spared the dehumanization of the factory. White-collar jobs
were rare; they had higher status than blue-collar jobs. But today
the clerk, and not the operative on the assembly-line, is the typical
American worker, and such positions offer little in the way of
prestige. Furthermore, the size of the organizations that employ
the bulk of office workers has grown, imparting to the clerical worker
the same impersonality that the blue-collar worker experiences in
the factory. The organization acknowledges the presence of the
worker only when he makes a mistake or fails to follow a rule, whether
in factory or bureaucracy, whether under public or private control.
As Simone Well wrote:
For the bureaucratic machine, though composed of flesh, and wellfed flesh at that, is nonetheless as irresponsible and as soulless as are machines made of iron and stee1.12/
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In a report on The Quality of Working Life, prepared for NATO,
N.A.B. Wilson wrote:
Lack of positive feedback and feeling of connection between
the individual worker and the centers where decisions
affecting him are made arelinevitable to some degree in any
large organization, but there is every reason to believe
that they are especial hazards in government departments.gY
Traditionally, lower-level white-collar jobs in both government and
industry were held by high school graduates. Today, an increasing
number of these jobs go to those who have attended college. But
the demand for higher academic credentials has net increased the
prestige, status, pay, or difficulty of the job. For example, the
average weekly pay for clerical workers in 1969 was $105.00 per week,
while blue-collar p;oduction workers were taking home an average of
$130.00 per week. / It is not surprising, then, that the Survey
of Working Conditions found much of the greatest work dissatisfaction
in the country among young, well-educated workers who were in lowpaying, dull, routine and fractionated clerical positions. Other
signs of discontent among this group include turnover rates as high
as 30% annually, and a 1.0% increase in white - collar union membership
between 1958 and 1968.1ig
A 1969 study of 25,000 white-collar
employees in eighty -eight major companies showed a decline in the
percentage of positive responses concerning several key factors of
job. satisfaction since 1965. For example, there was a 347. decline
in the belief that their copany would act to do something about
their, individual problems.
These changing attitudes (and the
failure of employers to react constructively to them) may be affecting
the productivity of these workers: A survey conducted by a group
of management consultants of a cross-section of office employees
found that they were producing at only 55% of their potential.
24!
Among the reasons cited for this was boredom with repetitive jobs.
.

Loyalty to employer was once high among this group of workers who
felt that they shared much in common with their bosses--collar color.
tasks, place of work. Today, many white-collar workers have lost
personal touch with decision makers and, consequently, they feel
estranged from the goals of the organizations in which they work.
Management has exacerbated this problem by viewing white-collar
workers as expendable: Because their productivity is hard to measure
and their functions often non-essential, they are seen as the easiest
place to "cut fat" during low points in the business cycle. Today,
low-level white-collar workers are more likely to be sacrificed for
the sake of short-term profitability than are blue-collar workers.
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MANAGERIAL DISCONTENT

One finds evidence.of increasing dissatisfaction with jobs even
among such traditionally privileged groups as the nation's 41/2
million middle managers. For example, where this group once
represented a bulwark of company loyalty, today one out of three
middle managers indicates some willingness to join.a union.
Another striking indicator of discontent is the apparently increasing number of,Addle-aged middle managers who are seeking a
mid-career change..i:V

W"' should there be job dissatisfaction among people who earn
twenty thousand dollars a year? Some trained observers say that
the new values of the counter-culture have had a noticeable effect
even on these workers who clearly espouse-Mainstream views. As
evidence, it is claimed that where it used to be considered a sign
of dedication and admirable)mdbition for a manager to be seen
carrying home a full attache case, today it is seen only as compulsive behavior or evidence of "workaholism."
Instead of pointing to such cultural explanations, management
scientists point to the inherent qualities of the jobs of middle
managers as the prime source of their dissatisfaction. Characteristically, middle managers perceive that they lack influeoce on organization decision making, yet they must implement company policy- and often without sufficient authority or resources to effectively
carry it out. They must then compete to gain the attention of top
management for support for their particular projects or functions.
This leads to tension, conflict, and unproductive and frustrating
infighting in that spectrum on the organization chart with responsibility for planning, integrating, and controlling the entire-managerial system. The manager's discontent thus spreads throughout
the organization. For example, managers without power often establish
a style that consists of applying inflexible rules and procedures- thus, they bureaucratize an institution and frustrate change down
the line.
Frustration often causes managers to lose their commitments to their
jobs and the companies-they work for. A Gallup Poll in 1972 asked
whether the respondents thought "they could produce more each day
if they tried." While 57% of the total public responded that they
could, the figure for ,professionals and businessmen was 70%, only
slightly behind the 72% of 18-29 year-olds who felt themselves to
be least extended on the job.
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A general feeling of obsolescence appears to overtake middle managers
when they-reach their late 30's. Their careers appear to have reached
a plateau, and they realize that life from here on will be along an
inevitable decline. There is a marked increase in the death rate
between the ages of 35 and 40 for employed men, apparently as a result
of this so-called "mid-life crisis."26 1 The causes of these feelings
are often related to questions of technical competence, but much
obsolescence is cultural or interpersonal:
some older managers cannot
cope with the values of younger subordinates; some cannot adjust their
sights to radically new organizational goals; and some have become so
identified with a faction in the organization that has lost favor over
time that they become ineffective.21
The dollar costs of managerial obsolescence are hidden in poor or
poorly-timed decisions, in a lack of innovation or creativity and in
negative effects on the productivity of others.
Businesses seem to
reflect this lower productivity of older managers in the salaries
they pay them:
for each additional year of service with a firm,
middle managers typically receive smaller annual increase4.21/
The social costs of managerial obsolescence can be seen in Tayloristic
or other outmoded philosophies that these managers instill throughout
their companies. Their styles of management lead to tension and,
often, to subsequent physical and mental health costs for their subordinates. The personal costs of managerial obsolescence relate to the
ways they must compensate for their feelings of inadequacy: such
coping mechanisms as alcohol and extramarital affairs are frequently
used.

If we use only extrinsic measures of satisfaction--pay, prestige,
fringe benefits--managers appear not to have work problems.
But the
social, industrial, and personal costs related to their intrinsic
dissatisfactions make proposals to facilitate mid-career change
through portable pensions and retraining seem highly desirable.
Many managers, indeed, appear to wish to return to school in order
to change careers, but many are locked into their present jobs
through the security they fear they will lose: e.g., service
perquisites and pensions. Those middle-managers over 40 years of
age feel that their opportunity for re-employment is slim, and
younger managers cannot afford to quit their jobs--they must wait
until their children are through with their schooling. Limited
evidence about those middle-aged people-who have returned to school
full time indicates that many have had pensions or other outside
resources.22/ Clearly, this places the manager who can afford a
mid-career educational experience among a fortunate minority of his
peers.

35

THE YOUNG WORKER -- CHALLENGING THE WORK ETHIC?

More than any other group, it appears that young people have taken
the lead in demanding better working conditions. Out of a workforce of more than 85 million, 22% million are under the age of 30.
As noted earlier, these young workers are more affluent and better
educated than their parents were at their age.
Factually, that is
nearly all that can be generalized about this group. But it is
asserted by such authors as Kenneth Keniston, Theodore Roszak,
Charles Reich and others that great numbers of young people in this
age group are members of a counter-culture. The President's
Commission on Campus Unrest wrote thdt this subculture "found its
identity. in a rejection of the work ethic, materialism, and conventional Aocial norms and pieties." Many writers have stressed the
alleged revolt against work, "a new 'anti-work ethic".
a new,
deep-seated rejection by the young of the traditional American
faith in hard work."30 / But empirical findings do not always support the impressionistic commentaries.
.

.

It is commonly agreed that there is a difference between the inmode behavior of youth and their real attitudes. Many young
people do wear beads, listen to rock music and occasionally smoke
pot, but few actually live in communes (and these few may be working very hard), and even fewer are so alienated that they are
unwilling to play a productive role in society. Daniel Yankelovich
conducted national attitude studies of college students from 1968
to 1971, and found that two-tMrds of college students profess
mainstream views in genera1.21/ But their feelings in particular
about work (and private business) are even more affirmative:
.

.

.

.

79% believe that commitment to a meaningful career
is a very important part of a person's life
85% feel business is entitled to make a profit
75% believe it is morally wrong to collect welfare
when you can work
Only 30% would welcome less emphasis on working hard
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While student feelings about work itself are generally high,
Yankelovich found that attitudes towards authority are changing
rapidly.
In 1968, over half (567) of all students indicated
that they did not mind the future prospect of being "bossed
around" on the job. By 1971, only one out of three students
(36%) see themselves willingly submitting to such authority.
Equally important, while 86% of these students still believe
that society needs some legally - based' authority to prevent chaos,
they nevertheless see a distinction between this necessity and an
authoritarian work setting.

Rising Expectations

Yankelovich also found a shift in student opinion on the issue
that "hard work will always pay off" from a 69% affirmation in
1968 to a 39% affirmation in 1971. This certainly was, in part,
indicative of the conditions in the job market for college graduates in 1971.
But more basically, we believe, it highlights a
paradox inherent in a populace with increasing educational achievement. Along with the mass media, education and its credentials are
raising expectations faster than the economic system can meet them.
Much of what is interpreted as anti-work attitudes on the part of
youth, then, may be their appraisal of the kinds of jobs that are
open to r.nem.

The following case study of a young woman-who is a recent college
graduate illustrates the gap between expectations and reality:
I didn't go to school for four years to type.
I'm
bored; continuously humiliated,
They sent me to
Xerox school for three hours.
.
I realize that
I sound cocky, but after you've been in the academic
world, after you've had your own class (as a student
teacher) and made your own plans, and someone tries
to teach you to push a button--you get pretty mad.
They even gave me a goldplated plaque to show I've
learned how to use the machine..?/
.

.

The problem is compounded by the number of students who are leaving
school with advanced degrees, like the young Chicago lawyer in the
following case:

..t
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You can't wait to get out and get a job that will
let you do something that's really important.
You think you're one of the elite. Then you go to
a place like the Loop and there are all these lawyers,
accountants, etc., and you realize that you're just a
lawyer. No, not even a lawyer--an employee; you have
to check in at nine and leave at five. I had lots of
those jobs--summers--where you punch in and punch out.
You think it's going to be different but it isn't.
You're in the rut like everybody else./2/
.

.

.

Today's youth are expecting a great deal of intrinsic reward from
work. Yankelovich found that students rank the opportunity to
"Make a contribution," "job challenge," and the chance to find "selfexpression" at the top of the list of influences on their career
choice.
A 1960 survey of over 400,000 high school students was
repeated for a representative sample in 1970 and the findings showed
a marked shift from the students valuing job security and opportunity
for promotion in 1960 to valuing "freedom to make my own decisions"
and "work that seems important to me" in 1970.211/
Many of these student findings were replicated in the Survey of Working
Conditions sample of young workers. Four example, it seems as true
of young workers as it is of students that they expect a great deal
of fulfillment from work.
But-the Survey findings show that young
workers are not deriving a great deal of satisfaction from the work
they are doing. Less than a quarter of young workers reply "very
often" when asked the question, "How often do you feel you leave work
with a good feeling_that:vou hate done something particularly well?"
Percentage Answering
"Very Often'

Age Group

.

Under 20
21 - 29
30 - 44
45 - 64
65 and:Aver

x;

23
25
38
43
53

Other findings document ,that young workers place more importance on
the value of interesting work and their ability to grow on the job
than do their elders.
They also place less importance than do-older
workers on such extrinsic factors as security and whether or not they
are asked to do excessive amounts of work. But the Survey documents
a significant gap between the expectations or values of the young
workers and what they actually experience on the job. Young workers
rate their jobs lower than do older workers on how well their jobs
actually live up to the factors they most sought in work.
Forexample,
the young value. challenging work highly but say that the work they are
doing has a low level of challenge.

4-44
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It has also been found that a much higher percentage of younger
than older workers feel that management emphasizes the quaptity
more than the quality of their work. Furthermore, it is shown
that this adversely affects the satisfaction of younger workers.
Such findings contradict the viewpoint that there is a weakening
of the "moral fiber" of youth.22/
Many young union members are challenging some basic assumptions
about "a fair day's work for a fair day's pay." In the past, unions
concerned themselves with establishing what a fair day's pay would
be, while the employer's prerogative was to determine what constitutes
a fair day's work. Young workers are now challenging both unions and
management by demanding a voice in the setting of both standards, as
the following case illustrates:
Three young workers, aged twenty and twenty-one, were
hired to clean offices at night.
One evening the foreman caught one of the young janitors (whj went to school
during the day) doing his homework; another was reading
the paper and the third was asleep with his feet up on adesk.
The foreman exploded and gave them a written
warning. The workers filed a grievance protesting the
warnings: 'We cleaned all the offices in five hours by
really hustling and who the hell should get upset because
we then did our own thing.' One young worker said, 'at
school during study period I get my studies done in less
than the hour and no one bugs me when I do other things
for the rest of the time. We cleaned all those offices
in five hours instead of eight. What more do they want ?'
The union steward said he tried hard to understand what
they were saying:
'But the company has the right to
expect eight hours work for eight hours pay. I finally
got the kids to understand by taking them outside and
telling them that if they got the work finished in five
hours, then the company would either give them more work,
or get rid of one of then. They're spacing it out nicely
now and everyone's happy,' he said, satisfied to have
settled the grievance within the understood rules.31/
The author of this study writes that the young workers were far
from satisfied with the agreement. They wanted the union to
establish what had to be donend how much they would be paid to
do it, and then they wanted the same freedom that professionals
have to decide how to operate within the time and work frame
allotted.
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In summary, we interpret these various findings not as demonstrating
a shift away from valuing work per se among young people, but as a
shift away from their willingness to take on meaningless work in
authoritarian settings that offers only extrinsic rewards.
We agree
with Willis Harman that:
the shape of the future will no more be patterned after
the hippie movement and the Youth Revolution than the
Industrial Age could have been inferred from the 'New
Age' values of the Anabaptists.2.1/
New Values

A mistake is made, however, if one believes that the new attitudes
toward authority and the meaning of work are limited to hippies.
Judson Gooding writes that young managers, both graduates of business schools and executive trainees, "reflect the passionate concerns
of youth in the 1970's--for individuality, openness, hmnism, concern and change--and they are determined to be heard."22!
Some young people are rejecting the corporate or bureaucratic worlds,
while not rejecting work or the concept of work or profit. Gooding
tells of one young former executive who quit his job with a major
corporation because
You felt like a small cog. Working there was dehumanizing and the struggle to get to the top didn't seem worth
it.
They made no effort to encourage your participation.
The decisions were made in those rooms with closed doors.
The serious error they made with me was not giving me a
glimpse of the big picture from time to time, so I could go
back to my little detail, understanding how it related to

.

the whole.W
This young scan has now organized his own small business and designed
his own job.
As the published of a counter-culture newspaper, he
might be considered a radical in his beliefs and life style, yet he

says "profit is not an evil." Of course, many young workers do
question the use of profits, especially those profits that they feel
are made at the expense of society or the environment. Some businesses,
themselves, are adopting this same attitude.
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It may be useful to analyze the views of today's youth not in terms
of their parents' values but in terms of the beliefs of their grandparents.
Today's youth believe in independence, freedom, and risk- in short, they may have the entrepreneurial spirit of early capitalism.
Certainly they are more attracted to small and growing companies, to
small businesses and to handicrafts, than to the bureaucracy (be it
privately or publicly awned)* On the other hand, their parents share
a managerial ethic that reflects the need for security, order and
dependence that is born of hard times. Of course, this is being a
bit unfair to the older generation and a bit over-generous with our
youth, but it serves to get us away from the simplistic thinking that
the "Protestant ethic has been abandoned." Who in America ever had
the Protestant ethic and when? Did we have it in the thirties? Did
the poor people or even middle-class people ever have it? It is
argued by Sebastian de Grazia that the Protestant ethic was never
more than s myth engendered by the owner and managerial classes to
motivate phl lower working class--a myth which the latter never fully
accepted.-- 1
Clearly, it is difficult
to measure the past allegiance
_
of a populace to an ideology.
_

But we can measure the impact of the present work environment on
youth's motivation to work. For example, the Survey of Working
Conditions found that youth seem to have a lower attachment to work
than their elders on the same job. There are several reasons other
than a change in the work ethic why this might be so. First, as we
have already posited, young people have high expectations generated
by their greater education. Second, their greater affluence makes
them less tolerant of unrewarding jobs. Third, many new workers,
particularly women, are voluntarily workers. They are more demanding
because they don't have to take a job. Fourth, all authority in our
society is being challenged--professionaT athletes challenge owners,
journalists challenge editors, consumers challenge manufacturers,
the moral authority of religion, nation, and elders is challenged.
Fifth, many former students are demanding what they achieved in part
on their campuses a few years ago--a voice in setting the goals of
the organization. The lecture has been passe for several years on
many campuses--in colloquia and in seminars students challenge
teachers. Managers are now facing the products of this progressive
education.
(One wonders what will happen when the children of today's
open classroom, who haw. been taught to set their own goals and -'lan
their own schedules, enter the workforce.)YSixth, young blue-collar
workers, who have grown up in an environment in which equality is
called for in all itistitutions, are demanding the same rights and
expressing the same values as university graduates. Seventh, there
is growing professionalism among many young white-collar workers. They
now have loyalty to their peer group or to their task or discipline
where once they had loyalty to their work organization.
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The declining opportunities for such small scale endeavors (documented
in Chapter I) probably contributes to both the job dissatisfaction
of the young and to their apparent lack of commitment to the
kind% of jobs that are available.

'se
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In sum, it does not appear that young workers have a lower commitment
to work than their elders. The problem lies in the interaction
between work itself and the changing social character of today's
generation, and in the failure of decision-makers in business,
labor and government to recognize this fact.
The young worker is in revolt not against work but against the
authoritarian system developed by industrial engineers who felt
insecure and
that "the worker was stupid overly emotional
This
viewpoint
is
summed
up in
afraid of responsibiltty."L!
Frederick Taylor's classic dictum to the worker:
.

.

.

For success, then,let me give one simple piece of advice
beyond all others. Every day, year in and year out, 4ach
man should ask himself, over and over again, two questions.
First, 'What is the name of the man I am now working for?'
and having answered this definitely, then, 'What does this
man want me to do, right now?'
The simplistic authoritarianism in this statement would appear
ludicrous to the young worker who is not the uneducated and
Yet,
irresponsible person on whom Taylor's system was premised.
many in industry continue to support a system of motivation that
was created in an era when people were willing to be motivated by
the stick. As an alternative to this approach, many personnel
managers have offered the carrot as a motivator, only to find that
young people also fail to respond to this approach.
From our reading of what youth wants, it appears that under current
_policies, employers may not be able to motivate young workers at
Instead, employers must create conditions in which the worker
all.
can motivate himself. This concept is not as strange as it seems.
From biographies of artists, athletes:, and successful businessmen,
one finds invariably that these people set goals for themselves.
The most rewarding race is probably one that one runs against
oneself. Young people seem to realize this. They talk less
positively than do their elders about competition with others.
But they do talk about self-actualization and other "private"
values. Yankelovich found that 40% of students--an increasing
percentage--do not believe that "competition encourages excellence,"
and 80% would welcome more emphasis in the society on selfexpression.
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Compared to previous generations, the young person of today wants
to measure his improvement against a standard he sets for himself.
(Clearly, there is much more inner-direction than David Riesman
would have predicted two decades ago.)
The problem with the way
work is organized today is that it will not allow the worker to
realize his own goals.
Because of the legacy of Taylorism, organizations set a fixed standard fr the worker, but they often do not
tell him clearly why that standard was set or how it was set. More
often than not, the standard is inappropriate for the worker. And,
in a strange contradiction to the philosophy of efficient management,
the organization seldom gives the worker the wherewithal to achieve
the standard.
It is as if the runner did not know where the finish
line was; the rules make it a race that no worker can win.
It is problematic whether the intolerance among young workers of
such poor.management signals temporary or enduring changes in
the work ethic. More important is how management and society
will reckon with the new emphasis that the workplace should lose
its authoritarian aura and become a setting for satisfying and
self-actualizing activity.

THE MINORITY WORKER
Minority workers and their families are serious casualties of the
work system in our society. One out of three minority workers is
unemployed, irregularly employed, or has given up looking for a job.
Another third of minority workers do have jobs--full time, year
'round jobs--but these are mainly laboring jobs and jobs in the service
trades which often pay less than a living wage.43/
In the logic of "first things first," the minority worker's most
immediate need is for a job that pays enough to support himself and
his family. For many such workers, the goal of a quality job that
offers a range of intrinsic satisfactions is seen as a luxury that
they cannot yet afford, and many look for jobs--the only ones they are
In effect,
likely to get--that they know beforehand they will hate.
minority workers are the unwilling monopolists of the worst jobs that
our society has to offer. Yet, even these jobs are not so.much despised
because the worker can't take satisfaction from the work itself, but
because he can't earn a minimally decent living by doing them.
the
A few statistics can help state the problem in simple money terms:
median income of all adult males in the U.S. in 1969 was $6,429; the
For
median income for minority males in that same year was $3,991.
all women, the median income was $2,132; for minority women, $1,084.
Finally, 33.6 percent of all males had a money income of less than
$4,000 in 1969, but 50 prrcem.: of minority males received less than
$4,000 in that year.
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Not all poor people, of course, are black, Chicano, Puerto Rican
or Indian, nor are all minority persons poor. The point here is
that minority workers are, to a striking degree, disproportionately
unemployed or working at bad jobs. 1This disproportion reflects the.,
persistent, systematic discrimination and closed off Opportunities
that racial minority persons experience in work, education, and
other major institutions in our society.
One might expect that the third of minority workers in middle-level bluecollar, white-collar and professional jobs would find their jobs as rewarding
as their white counterparts do, but this does not seem to be the case.
The
most dissatisfied group of American workers, for example, is found among
young black people in white-collar jobs. The Survey of Working Conditions
reveals that 37% of blacks under age 20 express negative attitudes about
their jobs. Through age 44, blacks are about twice as likely as whites
to be dissatisfied with their current work. Beyond that age, the percentage
of dissatisfied blacks drops to below the level for whites. But older
Illacks are twice as dissatisfied with their lives in general as they are
w:-.th their jobs (most other groups are about as satisfied with one as they
e.:.7e with the other). This suggests that older black people--who often
have experienced years of employment discrimination--are unique in that
they view the issue of job satisfaction primarily in terms of employment
vs. no employment--a sad commentary on the long-range effects of racial
injustice.
Another important finding of the Survey was that, unlike whites,
satisfaction does not increase for blacks until their incomes surpass
$10,000 a year. Blacks with incomes below this level apparently feel that
small increments in income do not offer them sufficiently greater ability
to consume. This is probably a reflection of the fact that the minority
dollar at that level of income does not buy the same amount of housing,
education, or consumer goods that the dollars of whites and 'wealthy
minority group members buy. (This finding may also provide a key to why.
very small monetary incentives to work provided by welfare programs often
fail to motivate workers who are at the margin of poverty.)
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The Survey also found that minority workers, like whites, are
dissatisfied with meaningless, routine, and authoritarian work
tasks and environments. But for many employed blacks, problems
of discrimination take precedence over many of these issues.
(And, often, blacks express concern with these issues in terms
or discrirtnation.) Undertrained black workers who find themselves
in highly competitive "white" work environments scarcely have the
luxury of searching for intrinsic work rewards. They are worried
about security and survival in what they undoubtedly feel is a
hostile and threatening work situation. The Survey findings support
this interpretation. They reveal that 22% of black workers under age
44 complain of racial discrimination on the job while only 5% of
older blacks report such problems. Furthermore, only 12% of blacks in
blue-collar jobs say they experience discrimination, as opposed to
29% among blacks :!.n white-collar jobs.

Thus, perceptions of racial discrimination are most prevalent among
those blacks who are young, educated, and in white-collar jobs. These
are young people who have seen the rules of society turned around in
their favor within their own lives. They now find themselves in
environments in which only people with considerable self-confidence and
experience find themselves comfortable. These young workers, like their
employers, were unprepared for the radical shift in the opportunity
structure in business. The psychiatric case study presented below
illustrates the peculiar difficulties that blacks may expdrience when
they enter into occupations once reserved for whites:
Let us finally tell you about John. Some years ago he sought
psychiatric help because he was facing court action. In an
outburst of temper he had injured a fellow worker and was being
sued....His crippling symptom, however, had to do with work, and,
in a larger sense, with success. It all came to focus on a job
he obtained while in treatment. He joined an executive training
program with a group of eager young men who were to compete
against one another for a few positions that led rapidly up the
management ladder....He entered the scene full of confidence and
as he compared himself with the others he saw that he had many
advantages. He performed brilliantly in the classroom. On
occasion he felt dismay over what seemed to be a pervasive confidence in his white middle-class competitors...At about this
time the training schedule called for a week of sicialized study
in another city and John's entire class was flown to that city
and given comfortable hotel accommodations...John raturned from
the trip shaken...The crux of the problem seemed to lie in the
luxurious surroundings....And perhaps the mosi: troubling aspect

6/
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of the whole situation was the ease with which John's white
colleagues seemed to accept this bounty as the most natural
thing in the world...He was troubled and wanted to establish the
'proper' relationship with other Negroes who had jobs inferior
to .his own....He felt uneasy with white employees at a level
below his own....On one occasion an immediate superior suggested
that he take care of his dress....This hurt him deeply....While
the training program was complex and comprehensive, the essential
skill to be mastered and demonstrated was the capacity for supervision....When this became clear John was troubled by the difficulty he had in being firm with subordinates....At about this time
his supervisor called him in and told him his continuing deficiency was serious and was likely to jeopardize his success in the
program. John felt trapped and tried desparately to do better,
but to no avail. His depression deepened, his efficiency dropped,
and he was finally dismissed as a failure l...1.0

This caw: history could be offered in a class rather than a race
context, since many problems of human adjustment have to do with
shifts in socioeconomic roles., But the problem of adjustment
is exacerbated by conflicting white and black standards of language,
dress, demeanor, and conduct. Employers often use white standards to
judge employees without recognizing this conflict. Indeed, it is
alleged by some blacks that even workers serving black customers
in enterprises owned by whites must meet standards of whites_ __
rather than blacks. Young blacks raise the question of whether employers
have a responsibility to recognize the legitimacy of black life styles
and attitudes regarding employment matters. To complicate the issue,
young minority group leaders sometimes argue that for employers and
the society to assume a "responsibility" for them smacks of what they
call a "plantation mentality." They would prefer to speak of the "rights"
of minority workers. Indeed, even this may be too "liberal" a term for
them. Increasingly, they speak of "community requirements and demands"
with respect to employment and advancement.22/

These developments underscore the point that for manyagople, equality, as
Max Ways has written, "is a steep and endless stair."= The work problems
of young blacks are perceived as problems of equality. Therefore, the problems
are not easily quantified and not easily rectified. Because of this,
white employers (and, often, white co-workers) are becoming increasingly
frustrated (and intolerant) as black demands accelerate almost in
proportion to employers' concessions.
Equality, Ways says, "reflects the desire of individuals to emulate the
good life as exemplified by others, to catch up, to improve, to excel,
to contribute, to count (and be counted) as responsible actors in their
time." Viewed in this respect, the problems of young minority workers
are closely related to the issues of participation and self-actualization
that affect all workers, regardless of race or ethniC background.

Clearly, the issue that stands behind black attitudes about
discrimination in general, is that they feel that they have been
denied full and equal participation in American society. They have
had little control over the institutions that affect their lives- community, political, educational, or economic. The current design
of work--the one placetwhere most blacks have intimate contact with
whites--reinforces their feelings of discrimination. Therefore, the
redesign of work tasks to increase Worker participation in the
decisions that directly affect the worker may be particularly
responsive to the needs of minority group members.
Likewise, the removal of authoritarian work settings will be
especially important to minority workers who see insensitive and
order-barking white "bosses" as representatives of a social order
designed to keep them in the lower strata. Such innovations as
non-hierarchial (or autonomous) work-groups might demonstrate to
minority workers that they are respected as equals. Sullen and
hostile minority workers can never be cajoled or threatened into
cooperative attitudes in the workplace. They will only become fully
productive when the signs of discrimination (as they define them)
have been removed.
.Employers who learn to deal with the rising and changing demands of.
.e.norities (which sometimes merely means not being put off by insulting
thetoric) will contribute to their awn welfare and to the welfare
of the society in the long run. As Ways says, we must realize that
equality is not a zero-sum game. Each player's gain need not be
matched exactly by another's loss, for "again and again, the sum of
gains has exceeded the sums of the losses." One of the gains of a
congenial work environment that demonstrates respect and trust for
all workers is likely to be an increase in the productive contributions
of minority workers.
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PERSPECTIVES ON WOMENIAND WORK

Housekeeping may still be the main occupation of American women,
but it is no longer the only occupation or source of identity
for most of them. In the past, a woman's sense of identity and
main source of satisfaction centered on the husband's job, the
home and the family. Today, there are alternatives opening to
increasing numbers of the female population. In addition to the
fact that half of all women between the ages of 18 and 64 are
presently in the labor force, Department of Labor studies have
shown that 9 out of 12,women will work outside the home at some
time in their lives.aJfIncreasingly, women of all ages are yearround, full-time members of the labor force. For many of these
women, the traditional role played by work in the home is being
supplemented or supplanted by work in the labor force. The
following comment is probably not atypical for a working woman
today:

....I had no confidence in myself, except at my job.
I kept on feeling, if only I could find some missing
element, I could enjoy cleaning house. But the whole
thing is structured so that a woman loses her identity,
so that she puts herself aside for another person. Men
don't benefit either, but they don't lose so much. It
was no problem for my husband. He didn't need to get
48/
his identity from our marriage. He got it from his job,-

The women's movement has focused considerable attention on the
role of work in life, and because of the kinds of dissatisfying
jobs they have held traditionally, we.can reasonably expect
women to be speaking out more forcefully on the quality of
working life.
What is the quality of working life for women in the labor force?
The job of secretary is perhaps symbolic of the status of female
employment in this country, both qualitatively and quantitatively.
There are 9 million secretaries and they compose nearly one-third
of the nation's female work force. Judy Klemesrud has written that
the secretary is often stereotyped as a "gum-chewing sex kitten;
husband hunter; miniskirted ding-a-ling; slow-witted pencil pusher;
office go-fer ,`'go -fer coffee,' etc./; reliable old shoe."49/
Certainly, many secretaries have very poor jobs by the accepted
standards of job satisfaction. Typists, in particular, have low
)4e° status, little autonomy, little opportunity for growth, and receive
low pay. In many instances (in typing pools, for example), the
typist is viewed as little more than an appendaee to the machine
she operates. But the problems of women and work exterid-farlieyiind
just this one often unrewarding job.
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Much of the work that women currently do outside their homes deflates
their self-images. The majority of the worst white-collar jobs probably
are held by women: keypunch operatoks, telephone company operators,
and clerical workers. Women are alsb over-represented on assemblylines--the worst jobs in the economy. Yet, as the Survey of Working
Conditions showed, women tend to derive the same satisfaction as men
do from the intrinsic rewards of work--when they are available. The
Survey also found, however, that women are nearly twice as likely
as men to express negative attitudes toward their preSent jobs. The
cause of this dissatisfaction seems to lie in the disdrepancy between
women's high expectations about work and the actual low social and
economic statuses of their jobs. Education is another important
variable. A recent steady of the "Quality of Life" shows that college
educated women are most happy if they have jobs, and less happy if
they don't (presumably because they tend to have more interesting
jobs); married women without college educations are not necessarily
less happy if they don't have jobs (presumably because of the less
50/
interesting jobs that are available to them). -.

Keeping these factors in mind, we can turn to a closer examination
of work in the liveasoflwomaa.
The most important fact is that
almost all women are working unless they are disabled. Some work
in the market for pay; others work in the home; and many do both.
In what,follcris, we will first: look at the social and economic
factors relating to job satisfaction for women in the market,
and then briefly examine home work.

Women in the Labbr Force
It is necessary to understand some of the psychological obstacles that
have thwarted women. in their attempts to be successful, effective,
and satisfied participants in their work. One of the major
barriers to the full utilization of women in the labor force has
been the perpetuation of myths'and fallacious generalizations about
women as a group. Most of these myths are based on'traditional
concepts about women which have long ceased to have any validity
or relevance. The factual basis for many of these myths has been
challenged by statistical measures.
For example, maxrigge and the attendant child bearing and rearing,
are often seen as preventing a woman from working, or as having
unproductive consequences for the job itself due to excessive
absenteeism or a high turnover rate. According to national
statistics, of the female workforce, which nuTlored 31.5 million
in 1970, four out of ten women were mothers.. --1
Of these working

mothers, 36 percent have children under the age of six. A Public
Health Service survey. of work time lost due to illness or injury
revealed that women lost on the average 5.6 days as compared.to
5.3 for men.
The available statistics on labor turnover indicates
that net differences for men and women were also small. In 1968,
the monthly quit rates averaged 2.2 percent for males and 2.6
for females in manufacturing industries while median years on
current jobs were equal to 4.8 for males and 2.4 for females. -While it is true that many women leave work for childbirth, this
absence is temporary for the majority of them. And, despite the
break in employment, the average women worker has a worklife
expectancy of 25 years. The single woman worker averages 45 xears
in the labor force, as compared with 43 years for the male. 55/
Where an individual employer's statistics reflect significantly
higher turnover rates or absenteeism, it may be because he restricts
his employment of women to clerical and other low status jobs.
Shorter job tenure for women can clearly be related to the employment of women at lower levels of the occupational scale where they
have little prospect for advancement or job satisfaction.
Prospects for advancement for women employees may be further curtailed
because of the belief that neither womentor men work well for women
supervisors, A Department of Labor survey indicates that at least
three-fourths of both male and female respondents (all executives)
who had worked for women held favorable views of women supervisors.
Nonetheless; few firms are willing to invest in executive training
programs for their female employees. As a result, women's earnings
do not increase as they gain additional experience, and the malef:emale earnings gap widens with age.
Even more surprising is the
Tact that this kind of flat "age-earnings profile" is almost as
characteristic of career-oriented women who work continuously as
it is for those with more limited work experience. Apparently,
these women suffer by association with other women or are subjected
to "statistical discrimination" as females.
Sex Typing

One of the most pervasive and consequential of all cultural attitudes
relating to sex concerns occupational sextyping: Occupational sextyping
occurs when a large majority of those in an occupation are of one sex, and when
there is an associated normative expectation that this is how things
should be.
Characteristics necessary for success in a sex-typed
occupation become those associated with either a male or female
role stereotype.
Thus, occupations for women are found closely
linked to their home-making role; others to their socialization
as male help-mates.
Conversely, occupations from which women are
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excluded tend to be those that involve "non-feminine" pursuits or
those that necessitate supervision of other employees.
The result
of these exclusionary practices is to crowd women into a limited
number of jobs where the pressures of excess supply lowers wages
below the level that would otherwise prevail. Women become
secretaries, schoolteachersi waitresses and nurses, while men
become plumbers, doctors, engineers, and school administrators.
Once such a division of labor becomes established, it tends to
be self-perpetuating since each sex is socialized, trained, and
counseled into certain jobs and not into others.
The particular division of labor that emerges has little social
or economic rationale. What is "man's work" in one period or place,
may become "woman's work" under different circumstances.
For example,
schoolteaching, telephone operating, and clerical work were once
male occupations in the United States. More recently, the occupations of bank teller and school crossing guard have been feminized.
In the Soviet Union, 79 percent of the doctors, 37 percent of the
lawyers, 32 percent of the engineers, and 76 percent of the economists
are female. 211/ Thus, cross-cultural and historical materials suggest
that the present occupational structure does not reflect basic and
unchanging differences in temperament or ability between the sexes.
More important, a rather extensive body of evidence shows that the
present divAsion of labor is not the result of differences in the
quality or the demographic composition of the male aal female labor
force.
Nor are there important differences between working men
and women where schooling, age, race, and geographical distributions
are concerned.
Economic Disparities?

With these social considerations in mind, we can turn to several
economic factors relating to job satisfaction for women.
These
factors include wage disparities, lack of incentives for participation in the labor force, and unemployment problems of women.
There is some evidence that differences in earnings of men and
women are quite large. In 1955, the average female employee
earned 64 percent of the wages paid to a similarly employed man;
and by 1970, she look home only 59 percent as much.
Thiswage
disparity is reflected inamore tangible sense in the figures for
saleswork in the United States for 1970.
In the sales field, women
averaged $4,188 versus $9,790 earned by similarly employed salesmen. 56/ (4. good part of this discrepancy is due to differences
in proportion of year worked.
For example, only 25 percent of women
sales workers were employed full-year, full-time in 1969, as compared
to 68 percent of male sales workers.)
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While strides to correct pay discrepancies have been made through
equal pay legislation, many economists dismiss the significance of
this approach, pointing out that discrimination against women more
often takes the form of job segregation rather than unequal.pay; that
is, women are being penalized not so much by being underpaid as by
being underutilized. While this is the case more often than not,
courts that have defined equal work as that which is "substantially"
equal have ruled that $44k million in back wages arg7que to over
108,000 employees under the Equal Pay Act of 1963. --f
Government is quite appropriately reluctant to intervene in matters
involving family life. Consequently, those responsible for public
policy have often sblikdd away from taking a stand on the pros and
cons of women working. Yet the issue has a way of coming in the
back door, and it is doubtful that there is such a thing as a truly
neutral policy. For example, the lack of availability of adequate
day care facilities has had the effect of preventing many women
who would wish to enter the labor force from doing so. At present,
only 2Z of the children of working mothers are in group
care institutions (day care centers, nursery schools, and afterIt is likely that many more women would enter
school centers).
the labor force if suitable, inexpensive child care facilities
But government subsidies could tend to create
were available.
a bias in favor of institutionalized as opposed to other types
This is a problem because it is not at all clear what the
of care.
long-range effects are on a child raised in a day care setting
In Sweden, for example,
without the influence of either parent.
the government is considering ways in which reductions in working
hours could best be distributed over the working week so that
ticipate more fully in child
husbands as well as wives could
care and other household tasks. 2.2
In addition to such disincentives for participation, another area
of federal policy that is of concern to women is female unemploySignificantly, 11% of all families in the U.S. in 1967 wer@ni
ment.
7/
headed by females, the majority of whom were in the labor force.
The unemployment rate of this group was substantially higher than
It is sometimes suggested or implied
the rate for married men.
that unemployment among women is less serious than it is amongmen--these figures for motherheaded households belie such assumptions.
It is true that many married women are "secondary workers" in the
sense that their income is additional to, and much smaller than,
Yet 86 perCent of all working wives had husbands
their husband's.
earning less than $10,000 per annum. In 1966, 61 percent had husbands
earning less than $7,000. Most wow work, then, for economic
reasons, not just for "pin money." °0/ They work to secure additional
income to provide their families with a car, home or college educations
that could not otherwise be afforded. The average woman worker is
a secretary who increases family income by about 25Z:and this
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permits many lower-middle-class families to achieve middle-class
status, something the husband could not achieve for his family
on his own.*
Womeh's status as "secondary workers" is largely the result of
Ironically,
their roles as mothers and their lower earnings.
if there were less sex bias in employment opportunities, women's
income would less frequently be the marginal income," and there
would probably be greater concern about their unemployment rates,
in spite of the fact that self-supporting women, female familyheads, and families dependent on the wife's earnings would be in
a much less precarious position than is now the case.
In light of these considerations, unemployment among women deserves
more serious attention. Women face substantially higher unemploy"brit rates than men.- (The respective rates were 4.7 and 2.8 in
1969 and 6.9 and 5.3 in 1971.) Significantly, economists have shown
that the greater the dispersion of unemployment rates in an economy,
the more difficult it is to achieve acceptable trade-offs between
inflation and unemployment. Thus,.any policy that reduces this
dispersion (even if it did not change the average unemployment rate)
would decrease the rate of inflation associated with that level
Also, the division of jobs into male and female
of unemployment.
categories reduces the efficiency of making placements and thereby
raises the levels of unemployment and unfilled jobs.
Working at Home

Although more and more women are seeking paid employment, the
majority of the female population of working age is still engaged
in "keeping house." It has been estimated that working women
spend an average of 40 hours per week on housework which, when
added to their market work, means that they probably end up doing
a much higher proportion of so9iety's total work (paid and unpaid)
during a given year than men.

Sociologically as well as economically, this is an important fact:
It means that women in white-collar jobs are quite often married
The effect of this status
to men who are in blue-collar jobs.
differential within the family should not be overlooked. It
For bluehelps to explain why many men oppose women working.
collar men, far more than white-collar men, retain strong beliefs
about the "division of labor" between the sexes. A wife who works
at a higher-paid job than her blue-collar husband damages hie aalfesteem because he feels he has failed as a breadwinner.
Research.shows that both partners are lower in marriage happiness
if the wife works out of necessity rather than if she works by
In addition, it has been found that among male bluechoice.
collar workers, discontent with life is highest for those whose
wives were also working.V One way out of this unhappy dilemma
is to work toward the elimination of sex, class, and role stereotypes which damage the self-esteem of both men and women in the
working class.
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Juanita Kreps calculates that the 1960 GNP would have increased by
$105 billion, or by over one-sixth, if all homemaking wives (aged
18 and ovegliwithout preschool children had been employed outside
Although she does not claim that these women would
the home.
make any greater productive contribution in the maret than they
do in the home, she does suggest that our failure to'jnclude the
value, of housewives'_ services in the gross national.ineome may
have important consequences for the social status attached to this
occupation. There are two consequences of this situation. First,
women, may choose market over nonmarket work because they--and others- undervalue the latter and this.may lead to a misallocation of resources
between the two activities. Second, women with little or no alternative 'source of income may be forced to work even when society might
benefit more from their nonmarket activities. Thus, subsidies to
AFDC mothers could well be justified as payments for non-market
work rather than as a dole in lieu of "work."
In summary, it is clear women have consistently been relegated to
the lower-paying, lower-status jobs in the money economy. Their
actual contribution to the economy is far below what could reasonably
be expected on the basis of their education, abilities, and work
The occupational status of women is the major symptom
experience.
of an opportunity structure that is much more limiting for women
than for men. And, work in the home is not considered to be "real
work" by society.
How can these situations be remedied? Equal employment opportunity
legislation may be of significance, especially when it involves
affirmative action programs that require employers to take the
initiative in recruiting and promoting women in all types of work,
prohibit sex segregating ads, and concentrate on eliminating disHowever, additional programs
criminatory patterns and praCtices.
must be deuigned to cope with institutional sexism, not just
individual prejudice. Many of our present laws and court procedures
help protect women against overt acts of exclusion, but they are of
little use in eliminating customary patterns of behavior and cultural
stereotypes that limit opportunities for all but the amateaggressive of
a discriminated-against group.
A serious concern over the job satisfaction of women workers indicates
the need:
(1) to change the cultural stereotypes about the character
of females, (2) to achieve mobility and earnings parity between the
sexes, (3) to substantially advicnce the opportunities for voluntary
participation of women in the labor force, (4) to eliminate traditional
factors that. denigrate women who work by choice in the money economy
without building new pressures that denigrate women who freely choose
work in the home, and (5) to redesign the jobs of women and men to
make them more intrinsically rewarding.
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CUM WORKERS AND RETIREMENT

In 1900, two-thirds of American men who were 65 years of age and
By 1971, the figure had dropped to oneolder were working.
fourth, with a smaller proportion on a year-round, full-time basis.
For most of the members of this age group today, we expect and
often require them to retire.

To some extent, humane considerations have been important in this
uncoupling of the older person from the workforce. Because much
of the labor in the early and_middle stages of the industrial
revolution consisted of heavy, physical effort over a long workday and workweek, relief through retirement became a desirable goal.
The same humaneness is to be found today in the efforts to secure
relief from the psychological burden of routine, monotonous, and
In this view, retirement is one of several escapes
fragmented jobs.
from work; short workdays and workweeks, and longer or more numerous
holidays are others.
But other factors appear to have played a much stronger and pervasive
part in the reduction of employment opportunities for older Americans:
1.

The Great Depression drastically reduced the total demand for
employable persons. During this period, retirement, through
Social Security benefits, became a conventional tool for
dealing withour unemployment problem by eliminating part
In
of the population from the competition for'scarce jobs.
3.5%
recent years, when unemployment has never fallen below
of the civilian labor force, pension plans have become a
primary means for distributing an inadequate amount.of work.

2.

The number of elderly has expanded, along with their percen.
tage of the population. Between 1940 and 1970, the number
of people 65 years of age and older increased from 9 million
In
to 20 million, and from 6.8% to 9.9% of the population.
earlier years, high cieath rates kept their numbers and percent
tage down.

3.

Attitudes toward the past--and the elderly are the living
repositories of the past--changed markedly, downgrading the
contributions and perceived value of the aged. "Industrial
society," J. H. Plumb writes, "unlike the commercial, craft,
and agrarian societies which it replaces, does not need the
Its intellectual and emotional orientation is towards
past.
change rather than conservation, towards exploitation and
consumption. The new methods, new processes, new forms of
living of scientific and industrialsociety have no sanction
in the past and no roots in it." --J This emphasis on novelty,
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concomitant with the rapid pace at which change has beeh
introduced, as Alvin Toffler notes.in Future Shock, has"
led to a "throw-away" culture.
The aged are one of our
"throw-sways."
4.

The industrial revolution required workers to be highly
mobile and not to be bound to any specific locale or set
of traditions. Housing and transportation policies were
joined to that need, thereby giving impetus to the nuclearization of the American family and the demise of the threegeneration household. The elderly and their problems
could then be subsumed under what Philip Slater calls our
"Toilet Assumption," which is "the notion that unwanted
matter, unwanted difficulties, unwanted complexities and
obstacles will disappear if they are removed from our
immediate field of vision....We throw the aged and
psychotics into institutional holes where they cannot be
seen....Our approach to social problems is to decrease
their visibilitys....When these discarded problems rise
to thpAurface again:..we react as if a sewer had backed
up."
U JI In large measure, then, we stopped caring. When
up.
the sewer backed up, we assuaged our guilt with a few
piecemeal, inadequate bureaucratic responses. Perhaps
the"most interesting social maneuver we have undertaken
has been to enforce a certain degree of filial responsibility
through payroll taxes for Social Security. Although
benefits for the elderly are a function of what they and
their employers have contributed, they are'Only loosely
so; the system definitely entails a significant redistribution of funds from "their-children" to the elderly.
t

5.

We have come to associate aging per se as an unqualified
sign of decreasing work and training capacity, without
regard for the heterogeneity of the 60-plus age group, and
in ignorance of new and special work arrangements and
retraining techniques.

Because we have been little concerned with (or blind to) the effects
of these changes in our treatment of and attitudes toward the elderly,
we have not bothered to collect very much systematic information
about the effects. We have ignored their contribution to_the present
level of our economy, and we value the economic contributions of
Only their political value in
the retired elderly at nearly zero.
proportion.to their numbers has risen; hence, the large increases
in SoCial Security, Medicare, and several favorable tax breaks
in recent years. These non-work measures undoubtedly relieve
the economic hardship of gtowing old in a society where filial
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But
responsibility is largely a matter of governmental decree.
none substitutes for the basic nutrient of work--increasingly
important because of the decline in strong family relationships- It is somenamely, the visible assurance that one is needed.
what absurd to spend billions in biomedical research to enable
people to live longer, while simultaneously making that living
more onerous, financially as well as psychologically. The least
that could be done is to make "retirement" an option, provide
substitute activities, and remove obstacles to part-time employment.

What the future holds in store for the elderly is not obvious.
Without an economic catastrophe, we are - unlikely to return to
the three-generation household. But we are undergoing an
agonizing reassessment of the value of technology and economic
growth in conjunction with "quality of life" issues. Should
technology and its incessant preoccupation with novelty be
devalued, and conservation rise in value, the aged may benefit.
Should the Interest in "job satisfaction" take hold and spread
widely and rapidly, the relationship between such satisfaction
and longevity (plus the evident desire to reduce population growth
througha reduction in births) would increase the proportion of
elderly people in our population beyor.d current projections., -If
this occurs, the need to keep people tn the. labor force beyond
the current "normal" age of retirement will become even more
acute.

But of all these forces, the future of one is most crucial--the
total demand for workers.
So long as total demand oscillates in
the range of the last two decades, the 65 and older cohort will
be at a competitive disadvantage and will continue to be denied
the economic and psychological rewards of work. So much is
predicated on the expansion in demand for workers, not only for the
older members of our society but for others, that without an
extraordinary change in employment policy, the possibilities
It does not seem possible
of employment for the elderly are slim.
for hopes to be realized unless policy moves toward making the
total demand for workers equivalent to the total demand for jobs.
Retirement

Retirement at age 65 (now optional at age 62) is ign artifact of
Social Security laws. Over time, however, this specific age has
acquired certain conveniences, which has led to its adoption as
a "normal" retirement age because:

57

-- It enables employers to dispense with the services of
The administrative difficulties
older workers gracefully.
of selectively firing older, often "faithful," workers are
thereby avoided.

-- It enables older workers to salvage more of theirselfrespect when they are members of a class that is but loose
by compulsion from the workforce than they would if they
Retirement, therefore, is
were individually removed.
socially acceptable.
-- It enables younger workers to look forward to advancement
and to the perquisites enjoyed by older workers in a system
that shows preferment to seniority. Thus, retirement presumably removes some of the obstacles to "upward mobility."
Despite the advantages of each of these, they are conveniences only- conveniences that ossify the structure of work as it has emerged from
the industrial revolution. They do not automatically mean that the
present retirement system is beneficial for all concerned.

The lack of satisfaction with work--and the concurrent need to
distribute a total amount of work among a larger number of people66,
eligible for work--has led to a trend of ever-earlier retirement,'
The United Auto Workers haVe gained ,a provision in which workers
with 30 years of work and wlo have reached an age of 53 may retire__
Confirming observations on the relative dissatisfactions of unskilled
versus skilled labor, nearly twice as many unskilled than skilled
chose early retirement.
At Geneal Motors, out of 20,000 eligible,
13.5% chose to retire, 16% among:the unskilled and 9% among the
skilled. Among steelworkers similar results were reported.a/

Among those who have retired, one finds that a sizable minority--onethird in a 1965 Harris poll--find their retirement satisfactions
below expectations. Among the dissatisfied retirees, financial
problems loomed as the greatest source of dissatisfaction (40%), while
more than 20% were unhappy about the loss of a work role. In another
study, reluctant retirees were much more dissatisfied with the
loss of their work role than those who had retired willingly.°8/
Moreover, a large number of the reluctant retirees consisted of
those men and women who had become discouraged looking for work
and, at age 62, grasped the only straw available to them--reduced
Social Security benefits. The lack of available work, age discrimination, and the fact that older. workers sometimes are "pension liabilities,"
had contributed to their inability to find work.
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The thrust towards "early" retirement calls into doubt the very
the earlier the retiremeaning of "retirement." For one thing,
ment, the less likely it is that the worker will be content with
pasturage, and the more likely that "change of occupation" will
be one of the meanings of "retirement." For example, early "retired"
steelworkers are opening citrus groves in Florida and cheese
factories in Wisconsin. Certainly, a man who entered the armed
services at age 18 and "retires" at age 38 is not about to occupy
himself with shuffleboard in St. Petersburg. Florida, with 80-yearold playmates.. And recent analysis of census data indicates that
older g47 increasingly do not and will not want to retire at
age
However, independent income acquired from a pension,
plus the availability of work, can combine to increase the mobility
of "retired" workers, and, potentially at least,
enhance their
satisfaction with life.
Pension Plans

The rub is, of course, can they in fact acquire a deferred, nontrivial income, and will there be jobs available to which they can
turn?
The latter largely depends, as noted earlier, on national
employment policies; the former depends on the realizable benefits
of pension plans.
Social Security pensions (OASDI) provide the major underpinning
for deferred income among most workers. In recent decades, however,
private pension plans have grown markedly. The main reasons for
this growth appear to be: the desire to supplement income from
Social Security; wage freezes in World War II that transferred
demands from present income to future income; and the more flexible
provisions of private pensions, especially with respect to early
retirement, than in Social Security. Today, the assets of private
pension plans are worth about $150 billion.
The rapid growth in private pension "coverage" has, however,
tapered off in the last decade, and the rate of increase in the
number of people mloyed has exceeded the rate of new additions
to pension plans.-1 Hence, it is unlikely that current policies
and trends will lead in the near future to the participation
of most workers in such plans.
The major problems workers are having with private pensions are:
1.

Most workers are not "covered" by private pension plans;
only about 35% are participating nowilf
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2.

Most workers who are theoretically "covered" will not
receive any benefits, and some of the remainder will
receive reduced benefitsbecauseof the mismatch between
their work experience (e.g.,years in the same job) and
the requirements of their plans. More than 70% will very
likely forfeit their benefits.22j

3.

Some workers are victimized by such sinister practices
as being fired just before they are eligible to receive
benefits or through hanky-panky played with pension
funds in mergerq, as well as by mismanagement, bankruptcies,
and the like.22,

4.

Most pension plans that give,workers rights to benefits prior
to their retirement require 11 or more years of continuous
employment with the same employer, in addition to meeting
certain age requirements. Butt data on job tenure show
that fewer than 50% of working men have a tenure of 10 or
more years until they are over the age of 45, while no
more than 62% of any age group works 10,years or more for
the same employer.. For women, only in the age group
65-69 do we find slightly more than 50% working for 10 or
more years continuously for the same employer. In other
words, private, pension plans are so constructed that most
workers will not benefit from them.

5.

The types of jobs that women and minorities hold, and the
shorter duration of their employment on the average, for
any particular employer, means that their access to private
pension plans is less, and their forfeiture rate greater,
Jan the average for white male employees.

6.

The forfeiture of private pension benefits is largely a
function of the fact that most workers cannot accumulate
their pension plan "credits"--i.e., they do not work long
enough for one employer to obtain a right in part or all
of the plan's benefits (the rights are not "vested" in
them); and they cannot take their "credits" from job to
job, as they do under Social Security--i.e., their plans
are not "portable." There are exceptions to the latter,
most notably in the pension plan for teachers (TIAA), and
in certain of the building trades.

There are a host of other problems in both private and public
(governmental) pensions, but we cannot concern ourselves with them
here.
Suffice it to say that disentangling all the problems of
pensions is no mean task.
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All in all, what the enumerated problems boil down to is that a
minority of workers are able to partiCipate in private pension
plans; a minority of those who do participate will actually receive
may or full benefits; women and minorities are especially discriminated
against; and, as workers near the tenure and age requirements of
most pension plans, they are faced with a powerful incentive to
remain in their jobs, which tends to reduce their mobility and
the over-all efficiency of the economy.
The combination of a movement towards early retirement, the use of
early retirement to change occupations, and the relatively sm41
percentage of the workforce that can avail itself of this
opportunity foreshadow largescale demands for changes in the pension
system of the Nation. Should jobs become more plentiful, and the
demands for job satisfaction affirmed, then employers will not
be able to retain older workers by threatening them with a loss
of pension rights--that would be intolerable to the workers.
Moreover, the employers will be able to achieve their objective- of low turnover--through job satisfaction rather than through a
feared loss of economic security. Much earlier vesting, and the
ability to carry pension "creCts" from job to job, will undoubtedly
be demanded by workers, the first to increase economic security
and the second to increase mobility. Together with.early
retirement, earlier vesting4ind portability wouldlidereSse the
number of people who could supplement earned income` from another
occupation.
.

The achievement of such objectives will not be easy. The main
problem with increasing the number of workers who would receive
benefits through vesting and portability is that benefits might
be reduced to trivial levels, or costs might be driven up to
intolerable levels. This issue--a complex one -- revolves around
the distribution of income over a lifetime (how much to set
aside for later use, by forced or voluntary means), and the
distribution of work in our society..
But earlier. vesting and portability would clearly reduce' inequities
in the existing private pension plans, and enhance the worker'n
ability to change occupations--to be freed from a job that keeps
him only because it holds out a promise of economic security.
Perhaps the financing problem mentioned above could be resolved
by greatly enlarging profit-sharing (see Chapter VI), by devoting
a significant portion' of the worker's share in the profits to
deferred income, and altering the tax laws to permit individuals
other than the self-employed to deduct cqntributions to their
pension plans. An alternative to making these marked improvements
in private pensions would be to eliminitethe need for private
pensions by liberalizing the benefits and retirement provisions
of Social Security--a position that has many proponents. The
pros and cons are mach too elaborate to be detailed here.
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From the point of view of this report, the objectives-- earlier
vesting and portability--are attractive because:
(a) they would
help shift the emphasis in jobs to their satisfaction as a means
of retaining employees, by removing the threat of losing a pension;
(b) they would improve the negestiating position of older workers,
either where they work or elsewhere; and (c) they would reduce
the likelihood, perhaps eliminnte it that anyone would be condemned
to a really unsatisfying job for a lifetime. Removing the
impediments to vesting and portability would, finally, help open
the course through which a new conception of retirement- "changing occupations"--may flow.
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Chapter III

WORK AND HEALTH

Public concern for health in the United States is demonstrated by
the following:
(1) the $70 billion-plus annual expenditure on
medical care, (2) the recent legislation calling for a large'expansion in the training of physicians and other medical care personnel,
(3) greatly increased expenditures for cancer research, and (4) the
existence of a half-dozen proposals for national health insurance
on the Congressional agenda. There is one major fallacy with These
efforts:
health and medical care are not synonymous. While it may be
a.worthwhile objective in itself to improve the quality and distribution of medical care, the confusion of medical care with health
detracts attention from the separable and more important goal of
improving health. Indeed, the evidence suggests that if improving
he=alth is truly a national goal, we should make a decided shift in
our attention away from medical care institutions. This report
focuses on work, but the environment, housing, nutrition, and the
uglification of our cities and roadways are clearly other places
to look for means to improve health.
Improvements in work hold out opportunities for avoiding physical
and mental illness, and thereby avoiding medical care bills--one
of the most inflationary of all bills in the American economy. The
brief data presented in the first chapter of this report, on occupational health and safety, illustrate the point. There we referred
to the hundreds of thousands of avoidable work-related illnesses
and injuries. Prevention of these illnesses and injuries would
obviously reduce demand for medical services, which is a reasonable
alternative to the prevailing strategy of increasing the supply of
such services. But even if this economic. relationship were not
obvious, jpreserving the health of workers would be a worthwhile
objective in itself.
We turn now to a brief summary of the opportunities that reside in
work for improving'physical and mental health.
Work and Longevity
In an impressive 15-year study ofiaging, the strongest predictor of
longevity was work satisfaction. / The second best predictor was
overall "happiness." These two socio-psychological measures predicted
longevity better than a rating by an examining physician of physical
functioning, or a measure of the use of tobacco, or genetic inheritance.
Controlling these. other variables statistically did not alter the
dominant role of work satisfaction.
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Another link between work and. longevity }Ls provided by an examination
of the Abkhasian people of the Soviet Unton that was undertaken by
anthropologist Sula Benet..a/ In 1954, the last year for which figures
are available, 2.5% of the Abkhasians wee 90 years of age or older,
compared with o.r% of all Rusaians, and 6.4% of Americans. This society
displays, along with other traditional societies, a close social system,
and the increasing prestige of Abkhasians with age. They also have,
as some other societies do, healthy diets.
But a major distinguishing
characteristic is lifelong work. Abkhasians at the age of 100 or more
still put in as much as 4 hours a day on their farms. Benet writes:

Both the Soviet medical profession and the Abkhasians agree
that their work habits have a great deal to do with their
longevity. The-doctors say that the way Abkhasians work
helps the vital organs function optimally. The Abkhasians
say, "without rest, a man cannot work; without work, the
rest does not give you any benefit."
The opposite of the Abkhasian system is what we frequently find in the
United Stateg: otherwise healthy elderly Americans adopt a "sick role,"
a culturally sanctioned reason for atiAttance to a nursing home, when
the real reason is family rejection.21 Instead of a respected work role,
we provide our older citizens with a sick role that encourages
Psychosomatic illnesses and excessive use of the medical care system- which might better be called in this instance the "tender loving care"
system.
Recent research in Italy has established
link between adverse working
conditions and the aging process itself.!!!
Although similir studies
have not been undertaken in the
United States, the Italian findings
that poor working conditions appear to affect
the "manner" in which
people age are consistent with other
things we know about work and acing.
In this connection, we might also discuss the absurdity of investing
millions of dollars on physiological and chemical research aimed at
retarding the "aging process" while simultaneously encouraging the
early retirement of workers.
Unlike the Abkhasians, we have failed
to pickup the challenge of stucturing work duration to mesh with
the needs, desires and capacit.2.es of older persons.
The effects of
such a failure are often tragic, as the following case study illustrates:
"Mr. Winter" single-handedly ran an operation that nobody else
in his company fully understood, nor in fact cared to understand. As Mr. Winter reached his 64th birthday, a bright and
talented younger man was assigned as an apprentice to learn
the complex set of activities so that at the end of the year,
he could take over the operation and the old master could
benefit from a.well deserved retirement. Mr. Winter objected,
claiming that he did not want to retire, but the company had
rules.
Not long after retirement a substantial change ins
Mr. Winter took place. He began to withdraw from people and
to lose his zest for life. Within a year after his retirement this once lively and productive businessman was hospitalized',
diagnosed AS having a senile psychosis. Friends from work and
even family soon stopped coming to visit as they could evoke no
response. Mr. Winter was a vegetable.
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About two years after the appreltice had stepped up to his
new position of responsibility he suddenly died.
The company
found itself in a serious predicament. The function that was
vacated was essential to company operations, bnt which no one
else in the company could effectively perform. A decision
was made to approach Mr. Winter and see if he could pull
himself together enough to carry on the job and train somebody to take over. Four of his closest co-workers were sent
to the hospital. After hours of vying, one of the men
finally broke through. The idea Jt going back to work brought
the first sparkle in Mr. Winter's eyes in 2 years. Within
a few days, this "vegetable" was operating at full steam,
interacting with people as he had years before.21
Why is job satisfaction perhaps one of the beet ways of extending the
Length of life? Other factors are undoubtedly important--diet,
exercise, medical care, and .genetic inheritance. But research findings
suggest that these facto' may account for only about 257 of the risk
factors in heart disease, tile major cause of death. That is, if
cholesterol, blood prossuri, smoking, glucose level, serum uric acid,
and so forth, were perfectly controlled, only about one-fourth of
coronary heart disease could be controlled.--'
Although research on
this problem has not led to conclusive answers, it appears that work-role,
work conditions, and other social factors may contribute heavily to this
"unexplained" 75% of risk factors. As Harry Levinson writes, such a
finding may be difficult to accept:
Despite having learned the power of that which is not
readily visible, physicians as a profession have not caught
up altogether with other powerful non-visible, toxic agents,
namely, feelings. It seems extremely difficult to grasp
the idea that feelings are the primary participants of
behavior and a major influence in health and Sickness:2%
Heart Disease

Given the fact that heart disease accounts for about half of all
deaths, and that socio-psychological factors may account for much of
the risk, the question has arisen--and has been treated at length:
What factors in work are associated with a high risk of heart disease?
Risk refers to above-average mortality; and abnorma101ood pressure,
cholesterol, blood sugar, body weight, and the like. 1
The high risk
factors that have been identified are as follows:
* Job dissatisfaction, represented by tedious work, lack
of recognition, poor relations with co-workers, and
poor working conditions.D
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Low self-esteem, in both white-collar and blue-collar

*

workers, and particularly obmved when jobs were lost
by the closing of factories.
Occupational stress, components of which include
extraordinary work overloads, responsibility, and conflict
or ambiguity in occupational roles. The effects of stress
in relation to heart disease have been uncovered among

professors, among tax accountants as income tax dead-'
lines aPproachedria' and f9ong medical students on the
day before examinations.12,
The stress of work overload
appears to result from the feeling that one does not
have fpgugh resources, time or ability, and, hence, may
fail. 1 Responsibility, especially for other people
rather than for things, has been pinpointed as a risk
factor among managers, scientists, and engineers in
Retrospective
NASA, as well as among executives..11
studies of heart disease p§cients also found this factor
Certain occupations, such
to be highly significant.-ta
as air traffic controllers and railroad train dispatchers
share the extraordinary stress of having to make life-and-death
decisions minuteAfter minute, with considerable tolls in
Stress was in0A9ated in a variety of
heart mortality.
blue-collar and white-collar jobs, ' as well as among
several categories dipractice in fields of medicine,
dentistry, and law.2...-V
/
20.

*

Excessively rapid and continuous change in employment.--

*

Incongruity between job status and other aspects of life,
such as having high educational attainment but low job
21
status.--

*

Certain personality characteristics, in particular, excessive
drive, aggressiveness, ambitionsness,_competitiveness, and a
sense of urgency about time.221 This factor has been found
to increme risk' among blUe-collar workers and NASA professionals.' Personalitytrrats alone do not account for
increased risk of heart disease, but the important point is
that jobs affect personality,, and certain kinds of jobs.affect certain kinds of perionalities differently. Moreover,
there is no conclusive evidence that people with the above
personality characteristics select themselves into stressful
positions and that therefore24yothing can be done about their

stress and its consequences.
* Lack of stability, security and support in the_lob environment'
has been documented in several recent studies,21 It has also
been found that a low risk of heart disease occurs in situations
where stability security and support were present among NASA
professionals, /6/ industrial workers,27/ and Japanese workers.28/
.
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Work and Other Physical Illnesses
In addition to heart disease, several other illnesses have been
found to be highly associated with occupational stress. The most
9/
convincing qvidence pertains to peptic ulcersi-- and both
arthritiagi and rheumatoid arthritis
also have been
suggested for stroke and gout (a form of arthritis).
In uncovering the relationships between physical illness and work
problems, investigators also note psychblogical effects as well. For
example, in the study of individuals with high educational achievement but low job status, anger, irritation, anxisp, tiredness,
depression, and low self-esteem were also found.--1
We turn now to
a somewhat more detailed examination of the relationship between
work and mental health.
Work and Mental Health--General Consideration
Employers complain about apathetic workers. Workers express the
frustrations and dissatisfactions of their lives and jobs. Managers
report sleeplessness, anxiety, and tension.. Trained analysts of our
industrial world describe the alienation of blue-collar workers,
their hostility towards others and towards authority, as well as
their lack of self - respect. These are all comments on the mental
health of Atnerican workers.
"Mental health" is a broad concept. It can be narrowed if we say
an individual is mentally healthy if he has a variety of sources of
gratification; he is not self-centered, yet he understands and accepts
his assets and limitations; he sets realistic goals; and he is a
productive member of society and participates in the world around hime33/
-In short, the mentally healthy person feels he is leading a rewarding
life and esteems himself.

In studies such as those conducted by the University of Michigan's
Institute for Social Research, a variety of mental health problems
have been related to the absence of job satisfaction. These include:
psychosomatic illnesses, lot' self-esteem, anxiety,' worry, tension,
and impaired interpersonal relations. The factors correlating with
these problems seem torbe:
low status, little autonomy, rapid
teChnological change, isolation on the job, role conflict, role
ambiguity, responsibility for managing people, slit work, and threats
to self-esteem inherent in the appraisal system.=1V
I

Other correlations, which have been established in numerous studies,
are:
low socio- economic status with high rates of psychiatric
hospitalization and symptomatology; lengthy unemployment periods
with high rates of suicide and psychiatric hospitalization; and
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a positive association between job satisfaction and mental health.
These correlations, it should be noted, do not yield to unambiguous
interpretation; occupation frequently cannot be isolated from such
other variables as education and income. One exception appears to
be the conclusive evidence of a causal link between physically
hazardous conditions of work, as encounterqd by soldiers and mine
workers, and symptoms of mental illness.21/.
It has also been found that workers in low- skilled and unskilled
jobs have poorer mental-health than do workers in skilled jobs.
This
is particularly true with respect to such indices of poor mental
health as little satisfaction with life and job, but less so in
relation to psychiatric signs and symptoms.
The findings also show
that workers in these low-level jobs adapt by limiting their aspirations
and their expectations and that, in effect, the greatest mental health
deficit suffered by these workers is lack of involvement in the job and,
consequently, lack of self-fulfillment.

Mental Health and Industrial Workers
Arthur Kornhauser's well-documented twenty-year-old study of blue-collar
workers, Mental Health of the Industrial Worker, is generally regarded
,-today as an underestimate of the mental health problems of automobile
(assembly- line) workers, especially with respect to the alienation of
young workers.36/ Yet, in his sample of 407 auto workers, approximately
40% had some symptoms of mental health problems, and the key correlation was between job satisfaction and mental health. Kornhauser's
findings have been generally corroborated by subsequent studies.
While it is clear from his study that mental health has many roots- advantages of education, favorable economic conditions, and the like- separable and distinct occupational effects were found when these other
factors were held constant. His principal findings were:
. ..Job satisfaction varied. consistently with the skill level
of jobs held.
Higher-level blue-collar workers had better

mental health than non-skilled workers
. Job dissatisfaction related to the characteristics of
jobs--dull, repetitive, unchallenging, low-paying jobs
rated lowest in satisfaction. Absenteeism correlated
loosely with job dissatisfaction
. Work was the most central measurable institution in the
lives of the workersabove family, leisure and social
activities-but only 25% of the workers would choose the
same kinds of fob if.they)tad to .do it again

Feelings of helplessness, withdrawal, alienation and
pessimism were widespread. F6r-eXample: 50% of assembly-line

workelfelt that theyhad little influence over the
future~course .of.their.lives (compared with only 17% of
non-factory workerS)

gA41.
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. Workers with lowest mental health and job satisfaction
scores were often escapist or passive in their non-work
activities:
they watched television; did not vote; and
did not participate in community organizations
. Wages, security and physical conditions of work were not
as accurate predictors of mental health as challenge of
the job and. its intrinsic interest
. Self-esteem correlated strongly with job satisfaction and
mental health.
Kornhauser concludes:
.
. .Poorer mental health occurs whenever conditions of
work and life lead to continuing frustration by failing
to offer means for perceived progress toward attainment
of strongly desired goals which have become indispensable
elements of the individual's self-identity as a worthwhile
person. Persistent failure and frustration bring lowered
self-esteem and dissatisfaction with life, often accompanied
by anxieties, social alienation and withdrawal, a narrowing
of goals and curtailing of aspirations--in short
. poor
mental health.
.

.

Coping, or Ad ustment Downward
Failure to adjust to other personalities and to one's environment as
a definition of mental illness is to be rejected out of hand. An
apathetic worker, for example, is not necessarily mentally ill. Where
mobility is blocked, where jobs are dehumanized, where rewards are
slight, failing to strive hard at the job can hardly be a criterion
of mental illness
Aadness may lie in adjusting to the pathologies
of organizations.21/ A person who becomes an automaton in an automated
1:pctory or office may have adjusted perfectly, but he hardly enjoys
good mental health.
The best descrintiOnflef coping through limiting one's aspira0,9ns

comes from-EliShino6Classic study of automobile workers."2!
Many of these workirs Were found to have very few ambitions, even
regarding the rather realistic goal of4ncoming a foreman.
Their
idea of a better job WAS merely one that was off the assembly-line
but still in a low-level, blue-collar job in the same plant. Some
may have fantasized about leaving the factory and opening their,own
gas stations, but they never took any realistic steps in this direction.:
Only in their hopes that their children would get white-collar jobs
-could one measure any strong expresaion of their aspirations.

69

In another study, of women employed by the Bell Telephone Company,
those who were considered to be "healthy," by such measures as
compliance with job demands, days absent from work, and the ratings
of company psychiatrists, were often unmarried, lived routine, dull,
and withdrawn existences, and refused to get involved with other
people.

Because of the almost limitless adaptability of sopeyorkers, very
repetitive and routine work can appear satisfying.221 That is, some
workers apparently prefer mechanically-paced, highly structured jobs
and claim some satisfaction in their very rigidity and mindless (but
predictable) triviality. Kornhauser, however, has observed that:
"The unsatisfactory mental health of working people consists in no
small measure of their.dwarfed desires hnd deadened initiative,
reduction of their goals, and restriction of their efforts to a
point where life is relatively empty and only half meaningful."Ali
In the end, for workers like these, there are only.two options: to
maintain high expectations from work, and thereby suffer constant
frustration, or limit their expectations,which produces a drab existence.
Special Means of Coping--1. Alcoholism, Drug Abuse, and Suicide.
Alan McLean writes that "workers with personality disorders, including
alcoholism and drug abuse, may find that their. psychiatric disorders
stem partially from lob insecurity, unpleasant working conditions
or hazardous Work."L/ Although little quantitative research has
been done to support this statement, many doctors and social scientists
corroborate it from their own cliniCal observations. For example,
stress has long been linked to alcoholism among executives. Our
interviews with blue-collar workers in heavy industry revealed.a'
number who found it necessary to drink large quantities of alcohol
during their lunch to enable them to withstand the pressure or overwhelming boredom of their tasks..

Our interviews with younger workers on similar jobs uncovered a
surprising amount of drug use on the job, particularly among assemblyline workers and long-haul truck drivers.
A recent study by the New York
Narcotics Addiction Control Commissisidhowed that drug use varied
significantly by type of occupation.===/ In another study, of a UAW local
affiliated with a plant employing 3,400 R49ple, 15% of the workers
were estimated to be addicted to heroin.--'
Like drug abuse, alcoholism probably has no single cause. However,
several o4opational risk factors appear to lead to excessive
drinking.! Non-supportive jobs in which the worker gets little
feedback on his performance appear to cause thekind of,anxiety that
may lead to or aggravate alcoholism. Work "addicEion," occupational
obsolescence, role stress and unstructured environments (for certain
personality types) appear to be other important risk factors for
both alcoholism and drug 'addiction.
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While the Federal Government fails to gather suicide statistics by
occupation of the victim, we do know that the suicide rate is higher
among white men than among black men, and higher among men than women.
If the tendency to commit suicide is not a. race-linked or sex-linked
genetic factor (as it most probably is not), then it is possible that
the differences in suicide rates are a function of the roles played
by people in society.
Tentative support for this hypothesis is provided by a shady which
found that women doctors and chemists had extremely high duicide rates:
for women chemists, the rate was nwly five times higher than the
rate among white women in general.---' One might attempt to account
for these rates through the chemists' and doctors' access to and
knowledge of lethal chemicals, but other studies indicate that professionals who are competitive, compulsive, individualistic, and
In this respect
ambitious, tend to have a high risk of suicide.
one might note the rising rate of suicide among blacks at the same
time that many are moving into occupational roles similar to those
held by whites. And finally, other evidence links cyclical
fluctuations in the unemployment rate to suicide rates and psychiatric
hospitalization.

.

Although causal links between alcoholism, drug abuse, or suicide and
working conditions have not been firmly established (and, because of
inadequate measuring devices, may never be established), there is considerable evidence concerning the therapeutic value of meaningful work for
these 'land other mental health problem.

For example, several experiments designed to rehabilitate drug addicts are
underway jp New York. Most important for all concerned will be the
attitude of businessmen toward drug abusers. Expecially they must
recognize both the value of work as therapy and their responsibility for
reduefig.the social 'Epati-Of drtig 'abuse.

In-ar-ident neiiiiiatiei article,

Howard Samuels, a member of Hew York City's Narcotics Control Commission,
is quoted as saying:
Most drug-treatment programs lack what many addicts
need most--sufficient vocational training, job development and placement, rehabilitative support when they
get jobs. Almost no existing drug treatment programs
4'/
are able to cope adequately with. the job needs of addicts.--L
In the same account, W. Wayne Stewart, medical director of the Sun
Oil Company, said:
Industry increasingly has become aware that firing drug
addicts isn't the'long-run answer because firing them
simply shifts:the burden to some other company or to the
.nation's welfare rolls-.-. .
BecaUse half of all
addicts
so hooked they can't quit, it would be better
if industry and government would try to give them jobs to
improve their economic stability and social adjustment . .
.
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It is probably fair to say that all the evidence available. to date
is suggestive rather than conclusive; yet the recalcitrance of
alcoholism, drug abuse, and suicide to abate when treated with
non-work alternatives indicates that if changes in work were only
a remotely possible solution they should be pursued vigorously.
For while it is patently difficult to change habits and attitudes
directly, work can be altered relatively easily.

Special Means of Coping--2. Violence. Violence is universally
recognized as one of the most frightening social problems the Nation
faces.
Sabotage--violence done to inanimate objects--is rising in
some industries. Erich Fromm suggests that the source of violent
aggression is to be found in what he calls the "bored" character of
modern man which is a by-product of "the structure and functioning
of contemporary industrial society." He goes on to say:

It is by now widely recognized that most manual work is
boring because of its monotony and repetitiveness; much
white-collar-work is boring because of its bureaucratic
character, which leaves little responsibility and
initiative to the individual.

Leisure, too, has become boring, he suggests, because

-

..it follows by and large the consumption pattern
.
.
and is in fact managed by industry, which sells
boredom-compensating commodities ,
. Among the
answers to the question of how violence--and drug
consumption- -can be reduced it seems to me that perhaps
one of the most import9 ant ones is to reduce boredom in

work and in leisure,The roots of sabotage, a frequent aspect of industrial violence, are
illustrated by this comment of a steelworker:
"Sometimes, out, of
pure meanness, when I.make something, I,put a little dent in it. I
,like to do something to make it really unique. Hit it with a ham x;
deliberately to see if it'll get by, just so I can say I did
In a production world where everything is alike, sabotage may be a
distortion of the guild craftsman's signature, a way of asserting
individuality in a homogeneous world--the only way for the worker to
say, "That's mine."
It may also be a way of-striking back against the
hostile, inanimate objects that control the worker's time, muscles and
brain: Breaking a machine in order to get some rest may be,a -sane thing to do.
But, alternatively, the design of work can be changed, rehumanized,
and stripped of those conditions that produce violent reactions.
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Special Means of Coping--3. Delinquency, Causes and Cures.
While the causes of delinquency are undoubtedly as complex as
the causes of drug abuse and alcoholism, a current project at
the National Institutes of Mental Health suggests that work problems
and orientations of parents can contribute to the delinquency of
their children, and much other evH9nce links unemployment and
underemployment with delinquency.--J

On the rehabilitative side, another small but imaginative NIMH
vogram dealing with juvenile delinquents integrates the concepts
of providing services at the work-place and using work as a means
of rehabilitation. For 10 years, 20 bays, ten delinquents in an
experimental group and ten in a control group, have been the subject
of study. The experimental group was found rewarding work, and the
work became .a focus for other social services including psychotherapy,
remedial education, and counseling. This group showed a lower rate
of delinquency than the control group. The researchers explain that
work is the key variable in the differences between the two groups:
Employment, which is therapeutic in itself, was used to
provide a focus in reality for the psychotherapeutic and
re-educative endeavors. For anti-socia adolescents, work
can play a crucial role not only because it facilitates
identity formation, provides an avenue for the channeling
of aggressive and sexual energies, and alleviates material
needs, but also because /29an be used as a fulcrum for
therapeutic intervention.--J
In the first five-year follow-up to the study, unemployment was
correlated with arrests for both groups. But more important was
the kind of employment: ". . . employment by itself does not seem
to serve as gdeterrent to crime if this employment has no meaning
no status, an no opportunities for learning and personal growth." 3/

Work has been used as a fOrm of rehabilitation for centuries--but not
always successfully. Apparently, many failures occur because meaningless work has been prescribed. Its very uselessness has lowered the
self- esteem of the mental patient, welfare recipient,prisoner or/
physically-handicapped person.'Irstead of being the means by which
self- confidence was improved, .inadequate work struck a further/blow
at the pride and self-respect of the person who needed help. For
example, prisoners have traditionally made_license plates and prisonof skills that are
garb--neither of which requires the
transferable to the outside world, and
and neither of which does anything,
but reinforce the view that society sees prisoners as expendable and
worthless. Likewise, work has been used ineffectively as a form of
'rehabilitation in mental hospitals because of "institutional peonage"
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in which pWents do low-status or meaningless.work for no pay or a
pittance.22! The patient's sense of worthlessness is thus reinforced
in this way; his self-esteem is further eroded.

Work may be the best therapy possible for juvenile delinquents, mental
patients, prisoners, drug addicts, and alcoholics, but unless job
satisfaction is made possible as a part of such therapy, work will
only compound their difficulties.
A Note on Costs

A case study concerning a paper bag manufacturing plant will serve to
illustrate the potentially high costs to workers and employers of job
environments that adversely affect mental health. The workers in the
plant described were, in general, poorly educated, low-skilled
machine operators:
Management was suspicious of its employees, feeling that
"they are always trying to get away with something."
The factory floor was noisy, dingy, hot in summer, cold
in winter. Rules were plentiful and strictly enforced.
Suspicion and open dislike of management for workers and
workers for management was evident. Two years ago, a
factory worker died of a heart attack while working at
his job. .As the news got around the plant, several
women employees became ill and fainted. A few weeks
later, noxious odors leaked into the plant through
sewage pipes and a few employees were overcome and had
to leave work. Although the odor was quickly eliminated,
employees began complaining of dizziness, nausea, malaise
headaches, and other problems. A team from the Public
Health Service was called in, but no toxic agents could
be discovered, and medical doctors could find nothing
physically wrong with any of the workers-after thorough
exacinations and laboratory tests.
A repi'esentative of
the National Institute of Occupational Safety and Health
was then called in, and concluded from the evidence that
it was a case of industrial hysteria, a physical reaction
to the psychological stresses of the job.
He offered
suggestions for remedying the situation, but no action
was taken.
A year later, theallant was burned to the
ground. Arson was suspected...1=1'V

74

What is particularly significant about this admittedly extreme
example is that only a small investment might have offset the dire
consequences of management's inaction.
By using available job
redesign techniques for reducing anxiety in the plant, the workers
could have been spared mental and physical anguish, and both they
and the company could have avoided the extreme costs.
Unfortunately, these job redesign techniques (which we describe in
detail in the next chapter)have not been used on a wide scale.
They require tailoring to meet specific problems, but their
potential value has been demonstrated. But before these techniques
can be put into practice, we must make a commitnent to improving
till mental health of workers as a good in itself, and accept the
de4rability of reducing medical costs through preventive measures
in the workplace.

Conclu3ion
Throughout this chapter we have assumed that workers are sufficiently
healthy in the first instance to show a decline in health as a result
of their jobs. We have ignored, mainly becauseof the lack of data,
the leyel of health a person must have in order to work at all, or
to work as much as he would like to,.or in jobs which he may only
secretly aspire to. Quite xightly, these matters cannot beignored. They deal with nutrition and caloric intake, with one or
another debilitating conditions, chronic and acute, and with physical
imperfections correctible by so-called cosmetic surgery. Certainly,
in this latter instance, the person whose mirror daily assails his
self-esteem will be hard put to derive self-esteem from a job he really
does not want, but is denied the job he wants because he lacks the
requisite physical attributes.
If we look upon work as a means of avoiding certain mental and physical
health problems, we must also look upon our health specialists and
others in our society as a means of enabling people to work. All
parts of society are, after all, mutually interactive--a central point
of this report.
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Chapter IV

THE REDESIGN OF JOBS

The concepts of work developed in this report provide a useful vantage
point from which to review national policies and attitudes influencing
the world of work. Through the perspect.ve of work, our purpose in
the next three chapters is to identify sh4tcomings in policies and
attitudes on these policies and open then for a reconsideration of
alternatives.

We cannot, of course, analyze the government's role in relation
to the institution of work without, including the questions of equity
that we raised in the chapter on workers, or the questlons of Federal
policy in employment, health, education, welfare, and manpower that
are all intricately interrelated to the, institution of work. As complicated as this analysis must be, then, it nevertheless offers the
opportunity for a systematic evaluation of many national issues.
It is exactly because work is complexly linked to so many of the major
domestic issues of the nation that it becomes an invaluable tool for
analysis.
The institution of work can be used to trace the ramifications of social action. One can see what the likely consequences of
a change in one part of the social system will be for other parts of
the'system.

A singularly important feature of such an analysis is that: it allows us
to measure the costs and benefits of trade-offs between national investments in one area and national investments in another. We do not
propose to develop such an intricate accounting system here. Nor is it
the purpose of this report to present legislative or administrative
.proposals.
Rather, we wish to offer a framework in which specific
questions might be analyzed and policy developed.
But inherent in our anslyses of current work-related national programs
and policies is the suggestion that there is a better way to do things.
Of course, there are Many "better ways," and the choice between these
alternatives is, as it should be in a democratic society, a political
choice.
It would be presumptuous of us, then, to suggest that any one
route to change is the right route, or that any one alternative must be
pursued. Consequently, we shall limit our discussion here to a few
alternative. responses .to national problems in order to.indicate (1)
the range of options that are open to policy makers, and (2) the promise
of a work-oriented policy analysis.
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Recapitulation of the Problem
In the preceding chapters, the economic, social, and personal consequences
of work dissatisfaction have been elaborated. The main conclusion is that
the very high personal and social costs of unsatisfying work should be
avoided through the redesign of work. The burden of this chapter is to
show that not only can work be redesigned to make it more satisfying but
that significant increases in productivity can also be obtained. In
other words, workers can be healthier, happier in their work, and better
contributors to family and community life than they are now, without a
loss of goods and services, and without inflating prices.

To recapitulate, the following factors are, with high probability, determinants of satisfaction and dissatisfaction at work :!'
.

.

.

Occupation and Status - -The higher the status of an
occupation, the more satisfied are the people who
engage in it. Researchers reason that the major
variables are prestige, control over conditions of
one's own work, cohesiveness of one's work group,
and ego-gratification from the challenge and variety
of the work itself.

Job content--Intrinsic factors such as challenge appear
to affect satisfaction and dissatisfaction most substantially.
The aspects of job content that appear most consistent
in their negative effects are fractionation, repetition
and lack of control, or, in positive terms, variety and
autonomy. Workers in all occupations rate self-determination highest among the elements that define an.ideal job.
Content of work is generally more important than being
promoted.
Supervision--High worker satisfaction is associated with
considerate and thoughtful behavior among employers.
Satisfaction is also associated with supervisory behavior
that shares decision-making with subordinates. The delegation of authority (participative management) has positive
effects.
Peer Relatif.nships--Most people are more satisfied to
work 68 members of agroup than in isolation. Workers
prefer jobs that permit interaction, and.are more likely
to quit jobs that prevent congenial peer relationships.
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.

.

.

Wages--High pay and high satisfaction with work tend to
go together. However, it is difficult to ascertain the
extent to which high wages in themselves produce sustained high levels of satisfaction, and the extent to
which the higher levels of satisfaction that are typical
of higher paid jobs reflect the variety, substantive
interest and autonomy that are also typical of such jobs.
Moreover, even among high-paid workers, variations in job
control make a difference in the degreee of job satisfaction.
But in a culture in which wages constitute the major
source of income for most workers, wages undoubtedly
determine a portion of job satisfaction.
Certainly, a
level of wages that will support an adequate standard
of living is of primary importance.
Beyond that point,
workers tend to measure their wages in terms of "equity"--i.e.
in relationship to the contributions that their fellow
workers are making to the enterprise, and the salaries they
are receiving.
Mobility--More than three-quarters of all workers
queried by the Survey of Working Conditions said that
it was important or somewhat important to them that
their chances for promotion should be good. Also,
large percentages of workers strongly resent being trapped'in a job.
Working Conditions--Bad physical conditions (long hours,
temperature, ventilation, noise, etc.) can maim any
job unbearable.
Involuntary night shift work also causes low
job satisfaction -- probably because it interferes with other
valued activities such as marriage, child rearing, and
friendships.
Job Security--Older workers, in particular, find that
security of employment is a prerequisite for other
sources of satisfaction.

It follows that if autonomy, participation, challenge, security, pay,
mobility, comfort, and the opportunity for interaction with co-workers
are increased, the satisfaction of workers with their jobs should
increase.
We turn now to consider what has been done about several
of the most important matters. (The question of mobility will be
dealt with in Chapter V.)
Solutions:

Reforms and Innovations in the Workplace

Most of the work redesign effort has confined itself to small work groups.
A.

L..-

__

-

s

1.
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built this plant because the employees in an existing plant manifested
many severe symptoms of alienation.
Because of their indifference and
inattention, the continuous process type of technology used in the plant
was susceptible to frequent shutdowns, to product waste, and to costly
recycling.
There were serious acts of sabotage and violence. Employees
worked effec;:ively for only a few hours a day and strongly resisted
changes that would have resulted in a fuller utilization of manpower.
Management enlisted the advice and cooperation of workers and consultants
from business schools, and together they designed a plant along the
following lines:
.

.

.

.

Autonomous work groups.
Self-management work teams were formed
and given collective responsibility for larger segments of the
production process. The teams are composed of from eight to
twelve members--large enough to cover a full set of tasks, and
small enough to allow effective face-to-face meetings for
decision-making and coordination.
The teams decide who will
do what tasks, and most members learn to do each other's jobs,
both for the sake of variety and to be able to cover for a
sick or absent co-worker.
Integrated support functions. Activities typically performed
by maintenance, quality control, custodial, industrial engineering
and personnel units were built into the operating, team's responsibilities.
The teams accepted both first and final responsibility
for performing quality tests and ensuring that they maintained
quality standards.
Challenging_job assignments. An attempt was made to design
every set of tasks in a way that would include functions requiring higher human abilities and responsibilities.
The basic
technology employed in the plant had been designed to eliminate
dull or routine jobs insofar as possible. Still, some nonchallenging but basic tasks remained. The team member responsible
for these operations is given other tasks that are mentally more
demanding.
The housekeeping activities were included in every
'assignmentdespite the fact that they contributed nothing to
enriching the work--in order to avoid having members of the
plant community who did nothing but cleaning.
Job mobility and rewards for learning. The aim was to make
all sets of tasks equally challenging although each set would
comprise unique skill demands. Consistent with' this aim was
a single job classification for all operators, with pay increases
geared to mastering an increasing proportion of jobs, first
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within the team and then in the total plant. Thus,
team members were rewarded for learning more and more
aspects of the total manufacturing system.
Because
there were no limits to how many team members could
qualify for higher pay brackets, employees were
encouraged to teach each other.
.

Facilitative leadership.
In lieu of "supervisors" whose
responsibilities are to plan, direct, and control the
work of subordinates, a "team leader" position was
created with the responsibility to facilitate team
It is envisioned that
development and decision-making.
in time the team leader position might not be required.

The
. Managerial decision information for operators.
design of the new plant called for providing operators
with economic information and managerial decision rules.
This enables production decisions ordinarily made at
the second level of supervision to be made at the
operator level.
.

.

Management
Self-government for the plant community.
refrained from specifying in advance any plant rules;
rather, it was committed to let the rules evolve from
collective experience.
Congruent physical and social context. Differential
status symbols that characterize traditional work
organizations were minimized in the new plant--for
example, by a parking lot open to all regardless of
position, single office ..plant entrance, and common
decor throughout office, cafeteria, and locker room.
The technology and architecture were designed to
facilitate rather than discourage the congregating of
team members during working hours. The assumption was
that these ad hoc meetings often would be enjoyable
human exchanges as well as opportunities to coordinate
work and to learn about each other's job.

Using standard principles, industrial engineers had indicated that
110 workers would be needed to man the plant. But when the team
concept (rather than individual assignments) was applied, and when
support activities were integrated into team responsibilities, the
result was a manning level of less than 70 workers. While this 40%
smaller work force is impressive, it is not the major economic
benefit, because labor costs per unit are not a large percentage
The major
of the cost of goods sold in this particular business.
economic benefit has come from such factors al improved yields,
minimized waste and avoidance of shut downs.? ! Significantly,
these are productivity items that are related to technology but
are especially sensitive to the work attitudes of operators.

What is particularly encouraging is the impact of this unique work
setting on employees' extra-plant activities. For example, many
workers have been unusually active in civic affairs--apparently,
significantly more so than is typical of the workers in other
plants in the same corporation or in the same community.21 It has
long been observed that workers in dull, isolated or routine jobs
seldom participate in community affairs, but this is the first
instance where it has been shown that the redesign of work can
have positive effects on community participation.

This General Foods Plant is not a unique example, although the extent
of the redesign is unusual. Several other cases illustrate the positive
results of job redesign. Some clearly show the need for extensive
planning before implementation should be attempted. For example,
the first major experiment in Norway was carried out in the. metalworking industry, a critical but unproductive sector of the
Norwegian economy. A dilapidated wire-drawing plant was chosen
f(r the experiment on the grounds that if improvements could be
realized there, they could be achieved anywhere. But productivity
increased so much due to job redesign that the experiment was
suspended:
the unskilled workers in the experiment had begun to
take home pay packets in excess of the most skilled workers in
the firm, thus engendering bitterness.A/
Following are some other
successful examples of the redesign of both blue- and white-collar
jobs:

. At the Banker's Trust Company, many typists had
repetitious jobs that entailed recording stock transfer
data. Production was low, quality was poor, attitudes
slack; absenteeism and turnover were high. The workers
decided to try to redesign their own work tasks.
Among other changes, they eliminated the work of a
checker, and of a special group that made corrections
by assuming these responsibil!ties themselves. This
change permits a $360,000 annual savings, and the
social problems have been largely eliminated. Similar
results have been reported at Traveler's Insurance
with keypunch operators.JJ

. On a Corning Glass assembly line, women workers
formerly assembled hot plates for laboratory use.
Now, each worker assembles a whole plate.. Employees
put.their initials on each final product to allow
identification with the work and to reference customer
complaints. They also are given th opportunity to
schedule their work as a group, and to design work
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flow improvements.
Quality checks previously made by
a separate group are conducted by the workers themselves.
In six months following the change, rejects dropped from
23% to 1%, and absenteeism from 8Z to 1%. During this
same time, productivity increased.
Also, the reputation
of this division as an undesirable place to work was
reversed.
Other job change projects have been conducted

at Corning with more complex instruments,6/
. Until 1967, Texas Instruments contracted for its cleaning
and janitorial services. But the firm's engineers
evaluated the plant as only "65 percent clean." Apparently,
the contractor's ability to do the job well was aggravated
by a quarterly turnover rate of 100 percent.
Preceded by careful planning and training, the following
actions were taken in a test involving 120 maintenance
persohnel:
- - Cleaning
organized
planning,
for their

service teams of 19 people were
and were given a voice in the
problem solving, and goal setting
own jobs.

- - They were thoroughly trained in the job
requirements and techniques, and were
provided with adequate eluipment to do
the job.
- - They were held accountable for tUe overall
job. The means of getting the jo\.; done were
left to them. It was also the teams' responsibility to act independently to devise its own
strategies, plans, and schedules to meet the
objective.

- - They were taught how to measure their own
performance and were given the freedom to do
so, both as individuals and as teams.
These were the outcomes:
- - The cleanliness level rating .improved from
65 percent to 85 percent.

- - Personnel required for cleaning dropped from
120 to 71.
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-- Quarterly turnover dropped from 100 percent
to 9.8 percent.
From the fourth quarter of 1967 until the
fourth quarter of 1969, costs savings for
the entire site averaged $103,000 per annum.2/
. Motorola Inc. has restructured an assembly operation so
that each employee involved in the experiment, instead of
working on one or two components of the total product, now
puts together the entire combination of eighty different
components.
Each employee is personally responsible for
the quality of his receivers. His name appears on each of
his units, and he must personally repair any unit that does
not meet testing requirements.
Early results from the
experiment indicate that the technique of individual
assembly requires 25 percent more workers, as well as a
more detailed training program. However, these greater
costs are just about offset by higher productivity, by
the need for less inspection, by lower repair costs, by
improved quality] and by reduced employee turnover and

absentee rates.N
. Norway's Norsk Hydro fertilizer company was experiencing
steadily tougher competition and decreasing profits.
Management also considered that their relationship with
labor was unsatisfactory. In response to this situation,
the company selected a fertilizer processing plant, with
about fifty employees for a job-redesign effort.
The
idea behind the experiment was that every worker should
be able to get help from others when he needed it. To
achieve this, the following organizational changes were
made:

- - Shifts were organized into flexible subgroups, each responsible for production in
an assigned work area. Individual workers
were not given specific jobs.

-- The organization was built up without
supervisors.
- - Each worker was given the opporeunity

to learn all the tasks within his
subgroup thrnigh job rotation and mutual
aid.
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- - It was left to the worker to decide how
quickly and how much he wanted to increase
his competence, thus leaving little chance
for. too much or too little variation in a job.
- - A bonus system was installed that paid the
workers according to factors they themselves
could influence, such as quantity produced,
cost, loss of materials, and working hours,
Since the brinus included all workers in the
50-man plant, it was aimed at stimulating
cooperation.

- - Basic wages were paid according to the number
of jobs in the plant that a worker was able to
do rather than the actual work he did.

The human outcomes of this participative work restructuring were measured by asking the workers involved whether
their jobs were satisfying or not satisfying in general,
and specifically with regard to variety, learning,
The questions were asked
responsibility, and security.
while the workers were &till on their previous jobs and,
again, on their new jobs after the experiment had been underThe percentage of workers expressing
way for one year.
satisfaction increased from 58 to 100 on general satisfaction, from 45 to 85 on variety, from 33 to 96 on learning,
from 42 to 96 on responsibility, and from 39 to 73 on
security.
The economic result was that production costs per ton
steadily decreased by about 30% during the first six
months of the project and absenteeism in the experimental
factory was 4% against 7% for a "control" factory and 7.5%
Norsk Hydro has since begun to
for the firm as a whole.
extend participative management throughout the company.2!
In the appendix to this report, there is a summary of an additional
30 examples of efforts to redesign work.
It has been estimated that some 3,000 lk Am erican workers have been

involved in extensiveredesign efforts. Because of the small number,
one is tempted to call them "experiments." But precisely because the
workers participate in the redesign of the work, and each of the
resulting sets of working conditions must vary with the workers'
choices, one can only conCluo- that the redesign of work would be
Although
experimental until the last workplace were restructured.
these are general principles that apply to all job restructuring
situations, each workplace must "experiment," must determine its
own specific design.
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This is not to say that no general principles whatsoever can be
derived from the redesign that has occurred. To the contrary,
these examples have in common (1) the participation of workers
in decision-making, and (2) in many cases, profit sharing. A
few comments are in order on both of these.
Participative Management
In the redesigned worksettings mentioned above, one finds the
workers participating in decisions on:
*

Their own production methods

*

The internal distribution of tasks

*

Questions of recruitment

*

Questions regarding internal leadership

*

What additional tasks to take on

*

When they will work

Not all of the work groups make all of these decisions, but the
list provides the range within which the workers are participating
in the management of the business or industry. Participative
management does not mean participation through representatives,
for, as experience has shown, that kind of participation may foster
alienation through the inevitable gap between expected and actual
responsivendss of the representatives. Nor does this kind of
participation mean placing workers or union representatives on the
board of directors of a corporation. Where workers have so served
(in Norway, for example), neither participation by the rank and
file nor productivity has increased, and worker alienation has
not decreased. I°/
Participative management means, as-the examples above illustrate,
that workers are enabled to control the aspects of work intimately
affecting their lives. It permits the worker to achieve and
maintain a sense of personal worth and importance, to grow, to
motivate himself, and to receive recognition and approval for what
he does.
It gives the worker a meaningful voice in decisions in
one place where the effects of his voice can be immediately
experienced. In a broader sense, it resolves'a contradiction in
our Nation,--between democracy in society and authoritarianism in
the workplace.
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Not all of acompany's decisions, of course, are turned over to
the workers when they participate in manageme,t. Upper-level
managers continue to run the company, handle major financial
transactions, and coordinate all the functions. Although they
are no longer involved in planning the details of every operation
in the company, they serve as expert consultants to the teams of
workers.
Some managerial jobs, however, do tend to be eliminated
such as some of the lower- and middle-management positions as well
as foremen in authority -less, intercalary positions.
But these
jobs are frequently unsatisfying (foreman jobs go begging in
the auto industry) and unproductive. Without retraining
opportunities for individuals in these jobs, however, eithO they
would be put out of work or, with the threat of that possiftlity,
oppose the redesign of work.
The concept of work design needs also to be applied to management,
where participation can also usefully he increased. The work of
managers needs to be redesigned not only because it is unlikely
for authoritarian managers to support the humanization of work
for lower-level workers, but also for their own physical and
mental health.
Two factors stand out as contributing to mental and physical
health problems of managers;
(1) territorial conflict and
ambiguity regarding responsibility, and (2) hav4ng insufficient
resources with which to complete their tasks.lii Some steps are
already being taken to provide greater job satisfaction for
management, including the decentralization of authority to middle
and lower managers, and the formation of teams of managers to
solve specific, non-recurrent problems--both are actions that
increase participation. Such innovations increase the autonomy
of managers, the variety of their work, and the opportunity for
their self-actualization. While it is not clear that all
techniques for participation can be applied equally to managers
and to lower-level workers, at least one successful redesign- for aerospace mineers--has been accomplished along these lines
in California.14!
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it
The main conclusion to be drawn from the above'is simply this:
ts feasible to redesign work up and down the line, from upper-level
managers to lower-level workers, with the objective of greatly
increasing participation in workplace decisions, increasing variety,
And, through the
and making more effective use of worker potentials.
attainment of this objective on a wide scale, not only should there
bc large gains in the physical and mental well-being of workers, but
other social benefits--such as participation in community affairs- in
should also accrue. There are, to be sure, costs and obstacles:
pkrticular, certain problems are likely to develop when the traditional
prerogative of middle managers, as well as their jobs are threatened.
Other problems 'will be taken up later, and solutions to these obstacles
will be suggested.

Participation in Profits

Participation in profits is needed to avoid having workers feel that
participative management is merely a refined Tayloristic technique
for improving productivity at their expense. The redesign of work
tasks through participation will increase productivity, but some
experience has indicated that without profit sharing workers may feel
that they have been manipulated, and productivity may slip back to
former levels. Profit sharing is also the most direct response to the
the contribution of
problem of equitable wage increases for employees:
the worker can,be tied directly to his salary increases.
Profit sharing also responds to another problem--that of inflation
generated by rising salaries not tied to productivity. Negotiated
contracts during 1969-70 awarded compensation increases to labor in
the range of 7 to 15 percent, while our national productivity wa,,,
increasing by only 0.5 percent in 1969 and 0.9 percent in 1970.. 2.1
Profit sharing could be of some help in reducing these inflationary
tendencies of our economy by tying wage increases in particular
industries more closely to productivity increases.

When these increases are paid to the worker in theform of stock
ownership ("deferred profit sharing"), they are of coneideraiple
economic and psychological benefit. But "direct profit sharing"--a
contracted portion of profits above a decent wage--is a particularly
valuable motivator because it closes the income gap between employer
and employee without taking from one to give to'the other, and because
it does away with a special privilege that separates workers from
managers.

/63
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Either by design or default, a fragmented approach to motivation
has evolved in American business.
Executives have been rewarded
through salary, profit-sensitive bonuses and stock options;
salaried personnel through salary, status and fringe benefits
(largely unrelated to performance); and hourly employees by
wages.
Corporate pyramids are thereby carefully stratified,
with horizontal modes for motivating each stratum.
This drives an
additional artificial wedge between classes of workers, and adds to
the hostility, alienation, lack of cohesion and loss of identification
with the firm that plagues our corporations.
In 1971 the Profit Sharing Research Foundation studied a gr9vp of
the largest department store chains in the United States.
They
divided the chains into those with profit sharing plans and those
without, and compared them on both operating ratios and growth
measures over a period of 18 years. On all significant measures,
the profit sharing group of companies out-performed the nonprofit
sharing group by substantial and widening percentages:

Profit Sharing
Companies

Non Profit
Sharing Companies

12.78%
3.62%

8.00%
2.70%

Ratios (1969)

Net income to net worth
Net income to sales
Indices (1969)
Sales

Net worth
Earnings per common share
Dividends per common share
Market price per common share

1952=100
358.4
376.1
410.5
293.7
782.1

266.0
256.7
218.b
175.3
397.6

$1,165

$647

Other Measures
Approximate company earnings
per employee (1969)
Growth of the invested dollar
(1952-1969)

$9.89

$5.61
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While it is impossible to isolate effects of profit sharing from
other factors that affect profitability, the managers of these
companies nevertheless assert that profit shaing has contributed
importantly to their efficiency and growth..;i-1/ The following case
study illustrates the point:
.

The Lincoln Electric Company nearly four decades ago established
a unique system of incentive management to motivate employees
to high levels of performance.
Central to the plan was a
profit sharing program.
After deducting taxes and reserves
to be plowed back into the business, and after paying stockholders an annual dividend of about 6 percent, Lincoln distributes 100 percent of the remainder of profits to employees
in the form of profit sharing contributions. All -Aployees
share in these incentive earnings.
1969 year-end profit sharing totaled $16,544,000, divided
among the ccmpany's 1,973 employees.
The profit sharing
contribution amounted to 100 percent to 105 percent of
annual pay for the average worker.

Allocation of the profit sharing contribution is made to
individual employees based on a merit rating program
that measures the employee's actual performance on the
job.
The rating determines his cash profit sharing, and
his opportunities for promotion. All promotions are made
from within the organization, and strictly on merit;
seniority does not count.
Today, Lincoln's welding machines and electrodes are
sold at about 1934 prices--the year when the first profit
sharing incentive bonus was paid. During this same period,
all cost elements going into Lincoln's products (such as
labor rates, cost of copper and steel) increased three-to-six
fold or more.
Yet prices have been held stable because of
the employees' individual and collective efforts to cut
costs an. increase productivity.
Concomitant with profit sharing, Lincoln Electric Company
offers its employees complementary inducements to cut
costs while turning out quality products. One particularly
important inducement is continuity of employment and
security against layoffs. The company guarantees at least
thirty-two hours of work fifty weeks a year for each
(No specific rate
employee after two years of service.
of pay is guaranteed; the employee must be willing to
accept transfer from one job to another, and work:overtime during periods of peak demand.)
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In line with its policy of rewarding the individual in
proportion to his contribution to the company, most
production employees are paid on straight piece work.
Basic wage rates are set by a committee of supervisors
using a job evaluation procedure that measures each
position according to the demands it makes upon the
worker. The basic wage structure is competitive with
other companies.

Among other methods of motivating employees to achieve
high productivity are a stock purchase plan, an
"advisory board" of elected employee representatives
who suggest changes and policies in operations to
management, and a system of organizing work that lets
many plant employees function almost as independent
subcontractors in their own jobs, performing a complete
assembly operation at a specified piecework price and
accepting responsibility for quality. This "factory
within a factory" system not only eliminates some
assembly-line iyve work, but also reduces the naed for
supervisors. --=1

Some unions believe that profit sharing will lead to unemployment as
workers "work themselves out of a job." But the increased efficiency
of companies with profit sharing does not appear to lead to unemployment.
Characteristically, profit sharing companies do about a 25% better job
of enlarging their markets and creating jobs than do less efficient
non profit sharing companies. 17/
Although the record of profit sharing is generally positive, it does
not automatically insure greater productivity.
To be truly effective
it must be tied to participative management. Some other general guide
lines seem to prevail that are necessary for long-term success:
.

.

Profit sharing must be clearly in addition to adequate
base pay and fringes.
Where this is not the case, workers
interpret it as a substitute for wage and fringe increases
which--because it is more complicated in its mechanisms--is
more subject to manipulation by the employer.
Profit sharing must be tied to the " roductivit " of the worker
or his small _roue and not to the
rofitabilit
entire
firm.
Profitability relates to increases in the net financial
worth of a firm--a condition that is most often not affected by
the efforts of an individual worker. Productivity is the physical
output per worker--a condition that is often controllable by the
worker.
In some industries, it is difficult to measure individual
worker productivity. For example, where the pace of a worker
is controlled by the pace of a machine, his productivity is
Pot under his control.
However, management experts have been
able to develop proxy measures that work quite well under these
circumstances.
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Payments must be syr.d.tive to small group productivity.
Consider the worker employed by a 100,000-employee
corporation who works on the shop-floor with a team of
3 other workers. His share in the portion of profits
allocated to the plan is about one-hundred thousandth
of that share (adjusted to hie income).
It is unlikely
that this worker will connect his own efforts, ingenuity.
ideas, and willingness to participate--or the efforts of
his immediate group--to the amount of his share in the
(Obversely, if he and his group devoted themselves
profits.
full-time to sabotage, perhaps they could reduce their annual
share in the profits byca few dollars each.) The implementation of this principle will require a redefinition of productivity.
to account for indirect costs such as turnover, absenteeism, and
other costly symptoms of the "withdrawal- from - work" syndrome'

along with the development of sound techniques for measuring
small-group productivity.
Again,
Return oust be immediate and based on productivity.
he
a
efforts
are
take an extreme :ase and imagine a worker
Even
if
his
rewarded by a share in profits paid annuall, .

share in these profits is significly affected by the productivity of his group, the reward may be too far in the future
Ideally,
to affect his performance and that of his group.
the distribution of profits should follow closely the period
of productivity.
The plans must be contractual. Arrangements that can be
arbitrarily rescinded are seen as paternalistic and, therefore, unsuited to the current and future labor force.

The argument can then be summed up: Both human goals (autonomy arid
interdependence) and economic goals (increased productivity) can be
achieved through the sharing by 'workers in both the responsibilities
of production and the profits earned through production. Most workers
will willingly assume responsibility for a wider range of decisions
(and by so doing to increase productivity and profits) if they are
also allowed to share in the results.
Neither profit sharing arrangements alone nor responsibility sharing
arrangements alone are likely to make significant differences in
Profit sharing without responsibility sharing does not\l
themselves.
Responsibility
increase the size of the profit to be distributed.
sharing without profit sharing is basically exploitative, and is
usually rejected by workers.
Obstacles to the Redesign of Jobs
So far, we have seen that the redesign of work is feasible, that a
careful alteration of jobs can lead to participation in responsibility
and profits, and tb....-;.t the precise nature and extent of participation

is a matter for t:,.,:rimentation within each workplace.

/0

91

If the advantages of redesigning work are as compelling as the
examples used here suggest, what need is there to advocate it or,
for that matter, write about it? Why not simply get out of the
way to avoid being crushed in the stampede? The answer is, of
course, "it isn't as easy as it looks."
The reluctance of employers to move swiftly appears to stem from
the following:
1.

There is no end to personnel theories, administrative panaceas
for revitalizing work organizations, and consultants claiming
arcane knowledge of alchemical transformations. Single remedies
(e.g. "job enrichment," "job rotation," "management by objectives")
abound for the ills of work.
Such efforts have failed because
there is no single source of job dissatisfaction. In brief,
the bad experiences of employers in the past have led them to
ask:
whom (An I trust?

2.

Some employers, trusting or nut, simply do not know how to
proceed.
They don't know how to redesign work themselves;
they don't know to whom they can turn; they may not even know
where to begin to look for assistance.

3.

For some employers, the experimental information gained to
date is in firms different from theirs, and they would
prefer to have directly applicable information before making
a move.

4.

Some employers may be willing to make changes but lack risk
capital for transitional costs.
In the sort-run, these
costs may not be trivial. Our Motorola example shows that the
firm had to train the employees how to assemble all components
into a final produ_t, and had to hire additional workers
in order to maintain a critical scale of operations. Unit
production costs eventually ended up the same as those on the
abandoned assembly-line, butthat eventuality was not known at/
the start.

5.

In some industries there is opposition from trade unions to the
notion of job redesign.

We do not know how extensive these problems are, nor which are crucial.
We shall suggest shortly a procedure for getting at these problems--a
procedure which experience suggests could prove most helpful.
But we
recognize, in the final analysis, that the reluctance of employers to
act will never be overcome by arguments based simply on improving the
welfare of workers.
Employers for the most part see their responsibility
in terms of profits.
In their view, their obligations are to shareholders,
not to workers. It is imperative, then, that employers be made aware

of the fact that thorough efforts to redesign work--not simply
"job enrichment" or "job rotation"--have resulted in increases
in productivity from 5 to 40%. In no.instance of which we have
evidence has a major effort to increase employee participation
Based upon an
resulted in a fUrg term decline in productivity.
analysis of the job redesign efforts outlined in the appendix of
this report, it appears that the size of increase in productivity
is, in general, a function of the thorotighness of the effort (holding
the nature of the industry and its techeology constant). Thus, employers
who make genuine efforts to redesign work most often will be responding
directly to their obligations, to sharehdlders.
The Role of the Trade Unions
Clearly, the prime responsibility for improving the quality of working
But as Taylorism could not have succeeded
life rests with employers.
without the acquiescence ofthe trade unions, the reversal of the
effects of these efforts will likewise require an active and responsible
union role.

After a phase of initial hostility, the American Labor movement saw
many of the techniques of scientific management as a fundamental revolution in American industry, holding great promise for advancing the
economic well-being of the worker. Indeed, both industry and labor
have benefited greatly from the fruits of increased productivity derived
from industrial efficiency.
In part because of this success, labor has continued to emphasize
But the union strategy of only
extrinsic rewards for workers.
bargaining for extrinsic rewards has begun to show signs of wear.
Worker discontent with this traditional role of unions has left
Jerry Wurf, President
many union leaders bewildered and frustrated.
of the Federation of State, County and Municipal Employees (AFL-CIO)
says that "the greatest labor leader avocation these days is to gripe
about the lack of ,their members' appreciation for all that they are
doing for them." 1 0/
There is considerable evidence that (1) alienated
workers are less loyal to their unions than are non-alienated workers
and (2) workers in jobs with little intrinsic satisfactiomare least
Young
favorably inclined toward unions regardless of their age.....
workers who are rebelling against the drudgery of routine jobs are
also rebelling against what they feel is "unresponsive" and "irrelevant"
union leadership.
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There are several reasons why unions have been slow, even slower than
management, to come to grips with the problems created by scientific
management.
Some sulian officials feel that they have been misled by
managerial changes in the past, and that job redesign is yet another
scheme to reduce the size of the workforce through wringing every
ounce of-productivity out of the worker. Another explanation is offered
by Albert Epstein of the Machinists and Aerospace Workers, who says that
"if the trade unions have not dealt energetically with this question,
it is because they were absorbed with other issues which seemed more
important to them." But Epstein adds.that "there is nothing inherent
in the trade union structure which must necessarily prevent it from
caking up the question

It is true that unions have limited their concern to questions
dealing with protection for all jobs :!.n a company or an industry,, and
consequently, they have little experience with questions of specific
job design. The answer to their problem may lie in developing cooperative efforts to carry out the redesign of work.
But the first union
question is that of a commitment. As Irving Bluestone of the U.A.W.

writes, "Just as management is beginning to ponder the new problems
of discontent and frustration in the work foiis, so must unions join
If new ways are to
in finding new ways to meet these problems."--1
be charted and accepted, the trade union movement must be among the
initiators of new demands for the humanization of work. At the very
least, such an initiative would improve their members' evaluations
of their unions. And, if dissatisfying jobs lead to high turnover,
it is difficult to see how unions can develop any long-term attachment
among temporary members.
Role of the Government in Job Radesign
Management, unions and workers, in the final analysis, are the only ones
who know the right way to build their product or perform their service.
However, government does have a legitimate role to play in encouraging
these parties to redesign work tasks..especially since the failure to
do so is adding to the tax burden of all Americans through increased
social costs.

For example, to ignore the trade-off potential between increasing
the satisfaction of work and paying ever-more and ever-higher medical
bills is to choose spending over investing. More significantly, it
may also be the equivalent of persisting in a "no-win" policy concerning the health of Americans. We have sufficient information about the
relationship between work and heart disease, longevity, mental illness,
and other health problems to warrant governmental action.
That jobs can
be made more satisfying and that this :ill lead to healthier and more
productive workers and citizens is no longer in doubt. What remains
is to find a way to overcome the reluctance of employers and unions
to act.
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International experience in.Scandinavia suggests teat government
can act as a catalyst to encourage and aid union akd it-nagernent
efforts to redesign work. In Norway, the government, xtnployers
and labor unions jointly sponsor an organization--the No:rwegian
National Participation Council--that encourages experim,itation
in the design of work (such as the Norsk Hydro experiment mentioned
above).
They have also formed a Parliamentary Commission to,,wqrk,
with labor and managdment to encourage the redesign of jobs.W
Similar efforts have taken place in Sweden and have helped to
create the climate that led to changes on the automobile assembly-.
lice at the SAAB and Volvo corporations.

It would appear to be worthwhile to emulate these Scandinavian
experiences. They might be adapted to the American system
through the formation of a public corporation with the following
kinds of functions:
.

.

.

To compile and certify a roster of qualified consultants to assist employers with the technical
problems in altering work;
To provide a resource to which management and
labor can turn for advice and assistance;
To provide an environment in which researchers
from various disciplines who are working on jots
redesign can meet with employers, units, and
workers to pool their experience and findings.

There may also be a need for some financial capital in order to
fund improvements in work conditions. The Federal Government, as
one of the principal purchasers of medical care, might consider
trade-offs between health care and work redesign purchases.
Alternatively, it could provide tax incentives, loans, or grants
to employers who are impeded by financial obstacles.

Research and Training
A variety of training, demonstration, research, and experimentation
options also exist.
For example, the government might consider
funding programs to retrain the tens of thousands of managers and
industrial engineers who were taught the "efficiency expert"
concepts of Frederick Taylor and the inadequate approaches of the
"human relations" school. While this is a project primarily for
our business and engineering schools to undertake in conjunction with
employers and employer associations, the government might consider
financial incentives to encourage the process.

///
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Demonstration grants might also be awadhA to address the
considerable technical problems involved in redesigning some
of the worst jobs in the economy- -e.g., those on the assemblyline. Also, several areas of research deserve added attention
and support from the Federal Gov-errimentes well as from others.
The kinds of populations, for example, included in research on
occupational stress and disease need to be broadened.
The great
bulk of existing research deals with white male, and/or whitecollar workers in specific organizations.
More attention needs
to be paid to blue-collar workers, specific age groups, women,
blacks, and Mexican-Americans. Also, nationwide sampling efforts
such as the U.S. Department of Labor's Survey of Working Conditions
should be expanded.
Research on the working woman, it particular, should be expanded,
not only because more women are workitlg, nor only because their
growing insistence on equality will change the kinds of work they
traditionally perform, but most importantly because the difference
in longevity between men and women suggests that occupation plays
a central role in the genesis of disease and premature death.
The most striking fact about the distribution of coronary heart
disease in America is the degree to which it afflicts middle-aged
white men and spares young and middle-aged white women.
Throughout the period of peak occupatiQnal endeavor (ages 25-64) the
male mortality rate from coronary disease among whites is from
2.75 to 6.50 times greater than the female rate. The unique
hormonal makeup of women prior to menopause (the usual "explanation" for the difference in coronaries) has recently been
discounted on the grounds that there is no noticeable increase in
female death rates following the onset of menopause.31/ Clearly,
this is an example of the kind of vital research that could be
done. An expansion in research is also needed to sharpen the
diagnostic procedures used to identify sources of stress any
satisfaction in the work situation and in the person.
All of these training- and research efforts could be funded under
existing authority lodged in the Departments of Labor, Commerce,
and Health, Education, and Welfare. The challenge is not
necessarily to develop new legislation but to reorder priorities
within these Departments. Sove of the research, training, and
demonstration money currently allocated to other issue areas could
be transferred to this effort, where greater benefits would be
likely than from existing expeue.itures.
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But we should realize that simply funding more purely academic
research is not the answer to the problems of America's workers.
Research will not lead to the discovery of some formula that
simultaneously maximizes productivity and satisfaction
Instead,
as we have said, the redesign of each job constitutes a unique
experiment--one that can be facilitated through knowledge of
certain principles, techniques, and past experiences--but one that
essentially requires the cooperation of workers, managers, and
unions in a frequently complex trial and error process. Thus, what
is needed more than pure research is (1) the translation of available research into "actionable" methods, and (2).a commitment and
willingness to try new forms of work.
In the long run, such a
commitment would reflect the desire to become an experimenting
society--not merely in the sense of trying new things, but in
terms of trial and careful evaluation under circumstances that we
can afford and measure. This is as nnIch the opposite of sweeping,
unevaluated fad and reform, as it is the opposite of rock-bound
resistance.
Experimentation

Such an experimental approach is novel only in its application to
problems of social policy.
In other sectors of life it is as
familiar as the design and trial of a pilot plant. It waits to
be tried with respect to the social arrangements of work as well
as to the technical. Outside the realm of work, examples of such
experiments have begun to appear. The experiments with income
maintenance may settle
ancient ideological battles about what people
will do when the threat of poverty is removed: will they become
more or less active in the search for employment? The experiment
with educational vouchers, to be spent by parents for the educational arrangements of their choice, may help discover ways of
increasing parental. influence without at the same time increasing
inter-group conflict. Such a commitment to experimentation was
also behind the effort to establish a National Institute of Education, and, particularly, the Foundation for Higher Education, which
clearly recognized the difference between operational experimentation
and scholarly research.
.
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Industry has begun to experiment with work design in a promising
but tentative fashion. Xerox has permitted a small number of their
executives to spend a year working in public service agencies.
One might see this developing into an experiment in institutional
rotation, in which a manager spends a year at a major corporation.
another in city government, and another at a university interspersed
throughout his working life. Not only would the worker benefit
from the variety but the institutions would benefit from a broadening
of their perspectives. Lufthansa has experimented with "Gleitzeit,"
or gliding work time, which means that a work place is open for
business between, say 7 a.m. and 7 p.m., and workers can choose any
time to start work and go home at any time--as long as they work
for a total of 40 hours in a week. Lufthansa developed the concept
mainly to alleviate peak hour traffic conditions, but found that
the benefits to worker freedom and flexibility were greater in the
24/
long run. They also experienced a 3% to 5% increase in productivity.
A general experimental goal for America might be to incorporate
those functions of variety and autonomy that make for job satisfaction
among independent professionals into the jobs of lower -level workers.
For example, professionals can work at home if it is convenient.
But a great deal of other work can be done this way--for example,
25/
product design and planning, market research, computer programming,-Robert Kahn has suggested an experiment to suffuse even lower -level
jobs with the flexibility of professional jobs.261
He would break
down the work day into units (modules) that represent the smallest
allocation of time on a given task that is sufficient to be
economically and psychologically meaningful. Workers could allocate
their time as they saw fit--working a two hour module on one task,
the next two hours on another task, etc. The modules would provide
variety and a chance to learn other tasks. They would also facilitate
the scheduling of one's work to meet personal needs (child care,
schooling) and would open up needed part-time employment. One could
also accumulate work credits in order to earn a sabbatical. Kahn
posits that the benefits from the experiment might be the improved
self-esteem, self-development, and mental and physical health of
the worker, and higher productivity for the organization. To what
extent the costs of the experiment would reduce or off-set the gains
could only be determined by trial and evaluation.
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The major issue, however, is not the work module or any other single
idea, but the problem of society to which it is an attempted response-dissatisfying.work. That problem can be solved by the process of
innovation, ;,trial, and evaluation--in other words, by action--and
by no other means.
We have had too much of assumption and stereotype. Management
has accepted too long, for example, the assumption that every
increment of fractionation in a job represented a potential increment
of production.
Unions have assumed too long that they could
prevent workers from being exposed to unreasonable hazards or
physical strains, but not from being bored to death.
And the
larger society has assumed too long that there was no such thing
as social-psychological pollution--that the effects of monotonous
or meaningless jobs could be sloughed-off as the workers went
through the plant gates to home and community.

An experimenting society would approach the humanization of work
by replacing such assumptions with facts, and by learning such facts
through the familiar and unavoidable protess of trial and evaluation.
In this process industry, unions, and government could
collaborate to the benefit of all.
The options for governmental action, then, are numerous. They
range from establishing trade-offs between medical expenditures
and funding work redesign experiments, to establishing a public
corporation to encourage work redesign, to a major commitment to
become an experimenting society. Large-scale experimentation in
the redesign of work could well begin within the Federal Government
itself. The range of options and the opportunities for trade-offs
are clearly great.

l/s
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Chapter V

WORK, EDUCATION AND JOB MOBILITY

In the preceding chapter we discussed several options for
improving work satisfaction through the redesign of jobs. Although
job redesign is the major tool with which we might make work more
satisfying, it does not respond fully to several of the structural
problems we have identified in the world of work.
For example,
job redesign is not particularly responseive to the problems of
worker mobility nor to the problems of unrealizable work expectations
that are raised through the credentialling process of the schools.
Rather, it appears that educational policy may be the most
appropriate lever on these particular problems of job dissatisfaction.
This relationship between work and education is not obvious,
especially if it is approached from an analytical framework that
segments social policy into discrete categories. We argued earlier
that medical care is not synonymous with health; here we argue
that schooling is not synonymous with education.
By viewing
education policy from this broader pegspective, the subtle
iw:errelationships between work and education become more evident,
the trade-off potentials between various programs in these sectors
become clearer, and the opportunity for building a coherent social
policy may be enhanced.
As noted at the end of the chapter on health, changes in work
design can substitute for medical care, and medical care can also
complement and support improvements in work. Similarly, work
and education have their complementary as well as their substitutability
(trade-off) aspects.
In the following section we shall discuss one
such complementary relationship between job-training and work,
and then go on in the remaining sections to look at some other
linkages between work and education.

WORKER RETRAINING

Many of the prime sources of job dissatisfaction that we have
identified relate to the worke's perception of being trapped in
his present job or status. Often, workers feel locked-in to their
jobs or status as a result of sex, race, or age discrimination, as
a result of financial constraints such as unportable pensions, as
a result of beng in a "dead-end" job, as a result of lacking the
skills needed for advancement, and as a result of feeling that
they have no options available to them other than the status quo.
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Workers who feel locked-in to tEeir jobs quite often have symptoms
of mental and even physical ill-health. In addition, the productivity
of these workers is quite probably lower than it would be if they
felt they had the opportunity for mobility.
From the societal
point of view, workers with such problems are less likely than
satisfied workers to participate constructively as citizens.
In one study of blue-collar workers 40 and older, alienation
was found to be highest among those workers who possess high
achievement values but whose jobs were rated low in terms of
variety, autonomy, and meaningful responsibility-1! A particularly
significant factor emerged from this study:
it was found that those
workers who have high alienation scores also score high on the
desire to change their jobs. Nearly 40% of the over-40 workers in
the study have thought seriously about making an effort to enter
a different occupation, and would enter an education program to
acquire new skills if such a, program were available that promised
a reasonable living allowance. The intrinsic content of their
jobs--not income--distinguished these second-career candidates
from the
Mid-Career Change
Much has been made of the aerospace executive who quits his job
to go back to school to become a doctor or the accountant who
becomes a schoolteacher. But quantitative studies of worker
attitudes have shown that the desire for self-actualization is a
leading goal of many workers who are not executives or professionals.
Both white- and blue-collar workers want to be able to grow on
the job, want to be continually learning and facing new challenges.
As we have suggested, mobility for many workers can be enhanced
by making private pensions portable. For others, who are blocked
by the consequences of sex or race discrimination, mobility can
be facilitated by affirmative action programs. For many workers,
however, particularly blue-collar and non-professional white-collar
workers, the prime block to mobility is the lack of an opportunity
for mid-career retraining and, often, the lack of funds to pay for
such an experience. For these workers the financial obstacle
is the greatest: if they go back to school they will lose their
income but will still have to meet their families' bills plus
the added costs of their education.
Mid-career change is often advocated as a solution to many of the
problems of today's workers. We have increasing evidence of what
has been called the "mid-career crisis" that leads to the desire
for a "second career." Several societal developments seem to be at
the heart of this phenomenon. The first of these is the
increasing rate of change in our society--technological, economic,
and cultural--that modern man finds so unsettling.
Related to
this "future shock" is the fact that commitment to one life-long
occupation is no longer as feasible as it was in the past: "Once
a coal miner, always a coal miner" is no longer a valid description
//
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in an age when the mine Ts quite likely toclose
down. A second
factor is cinite simply that /workers are living
longer; a fortyyear working life is a great amount of time to devote
to one
career. Third, the genel increase in expectations
and in general
education has left many 'i
with high aspirations in low-level
jobs. For such workers a career change can be
an avenue to
mobility, self-actualizat on,'and job satisfaction.
There are sound economic as well as social
reasons that argue for
an opportunity for mid-career retraining. If the economy
were
stat.c, the number of workers needed in each skill
category
would
not change. Early in his working
experience each person would
make a career choice and progress upward in
responsibility and
salary until reaching retirement. But there is no such
The real economy is dynamic. Every year, old products economy.
and old
production techniques are rendered obsolete.
Employees are
replaced by machines or are laid-off by companies whose
products
become less competitive. Where products
can be imported from
countries with lower labor costs, American industry
these goods and shifts to high technology industries ceases producing
with exportable
products. Changes in national
priorities, such as the shift from
a war-time to a peace-time economy, change the need for
certain
skill categories. New priorities such
as increases in health
care, increased efforts to clean up the environment,
and the
rebuilding of the cities all would create demands
for people
with skills different from the current mix.
These changes are
rapid:
the economy's need for a particular skill can double
or
be reduced by half in twenty years--about half
the length of an
average career. Within an industry growing
at an average rate,
there are about five new openings for every hundred
workers each,
year--about half due to retirement and half
to industry growth.?/
In non-growing or 4eclining industries these
openings are virtually
non-existent. Thus, by mid-career,
an individual's chances for promotion
can be very slight. This often results in
career stagnation or
pressure for early retirement.
One of the consequences of such stagnation is
a serious inflationary
effect on both slow and fast growing industries.
In a slow growing
industry, employees age in their jobs, their
pay increases due to
seniority, but they are not promoted to more
responsible positions.
In rapidly declining industries, many long-term
employees are
retained in jobs because of union agreement long
after their
jobs are needed.
Additionally, the lack of mobility from these slow-growing
or
declining industries leaves labor scarcities in the
rapidly
growing
industries.
Consequently, premium wages have to be paid to
attract employees from the decaying industries
or from other firms
within the growing industry. In addition, some needed
positions
are not filled or are filled by
inexperienced persons, thus
decreasing the efficiency of the growing industry. Both of these
circumstances contribute to inflation.
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Career immobility can be a major source of inflationary pressure
even at times of high unemployment if the unemployed do not have
the skills to compete for the jobs that are open. Furthermore,
due to the internal wage structure of any industry, increased
demands due to labor shortage at any skill level will increase
inflationary wage pressures throughout the entire company, not
JIZ.st at the skill level for which there is a shortage.
.

In addition to increasing inflation, career immobility may cause
the economy to respond too slowly to changing needs. While it is
difficult to estimate the extent that changes are delayed, the
effect in economic terms may be very large, Since the relative
size of industries typically changes by fifty percent in about 20
years,'even a one-year elay in industry response to changing
national needs could ha a a major effect on the economy's ability
to adjust effectively to technological advances, to changes in
national priorities, and to changes in international trade markets.

In devising a response to the problew of immobility, Herbert
Striner has recently suggested that we should cqnceive of worker,
retraining as a "national capital inveltment."21
He describes the
new educational and training programs of West Germany in which more
than a quarter of a million German worl:ers go back to school
annually to increase their prcluctivity, effectiveness, and job
satisfaction. Striner implies that this program helps to create
conditions that permit a low unemployment rate to be accompanied
with acceptable levels of inflation. Similar programs in Denmark,
France, and Sweden also show exceptional social and economic
benefits for the society and the indOidual worker.
In the United States there are t'.ve.-Tal ways one could implement
a program to increase worker mobil:Lty. ,For heuristic purposes,
we present two alternative models here. The first could be a
basic "Worker Self-Renewal Program" that would provide training
and a living allowance for a small number of workers who wish to
move from declining industries or job categories into growing
industries or higher skill levels (and would be made available
to other workers only if there were a surplus of-funds).
This
minimum effort would be designed to have the optimum effect on
inflation; it would also have some positive effects on unemployment.
The second type of Worker Self-Renewal Program would be closer to
a true "sabbatical" program in that it would offer workers
financial support to take off as much as a year for anything from
skill upgrading to a liberal arts experience. It would be open
to all workers and would be, perhaps, six times as expensive as
the smaller program. It would have a much larger effect on
unemployment and would bring social benefits to a much wider
segment of the population.

lt
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Basic Worker Self-Renewal Program
To combat inflation, the basic program would concentrate on
workers in skill categories th4; are growing at less than the
average national rate of 2.2%.2! It would be directed to people
in their mid- or late-careers and not at entry level positions.
In order to achieve an optimum effect on inflation, it would be
necessary to remove workers from slow growing industries to
create vacancies in these industries at a rate equivalent to
the average vacancy rate for all industries. Workers would be
removed from these industries for purposes of retraining. After
they are retrained they would increase competition for openings
in the fast growing industries to a rate equivalent to that of
an
average industry. In other words, by increasing mobility
from slow
growing industries competition for jobs in all industries,in
effect, might be "equalized." If too many workers were retrained
under this proposal, unnecessary worker scarcity would be created
in the declining industries. If too few were retrained,
unnecessary
scarcity would remain in the rapidly growing industries. Either
case would result in a smaller reduction of the rate of inflation
than if the optimum number of workers were trained.
In order to determine the desirable program participation rate
needed to achieve this balance, we analyzed the growth rates of
over 209 skill categories as projectedby the Department of
Laborli It was found that approximately 500,000 workers per
year (about 0.5% of the work force) would have to be retrained
to have the desired effect on inflation. About one-half of these
workers would come from low-skilled or unskilled job categories;
the other half would be semi-skilled or skilled workers. A
similar analysis was undertaken by the Urban Institute, with
similar results

The renewal program would likely induce a large number of workers
in mid-skill categories to be trained. for jobs at higher skills,
thus leaving behind openings for previously unskilled workers or
participants in Manpower Training Programs. Moving employed
workers up the skill ladder a small step et a time is far more
likely to be successful than manpower programs that attempt to
train unskilled workers for low-skilled positions that do not
exist. In addition, by making vacancies available
at low- to
middle-skill levels, it should ameliorate the placement problems
of manpower training program graduates--which tends to be quite
serious in periods of slow to moderate economic growth.
Striner has estimated that the cost of mid-career retraining would
be about $2,000 per person. Assuming that each worker receives a
living allowance of 70% of his normal salary for a year's training
(approximately $5,600 on the average), the total cost of a Worker
Self-Renewal Program for 500,000 trainees would be from $3 billion
to $4 billion annually. Approximately $1 billion of the cost
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would be for training and the remainder would be for the workers'
stipends.

Striner suggests that retraining programs could be financed by
a
fund that combined the financing for retraining with unemployment
compensation programs. Using Striner's assumptions,
in order to
meet the cost of 500,000 workeri participating per
year, a
0.75% payroll tax on all wages up to $9,000 would need
to be added --/-)
to present unemployment insurance taxes. (The present cost of
unemployment insurance comes to.1.2% of payrolls, using a
$9,000 wage base; the average combined federal-state
cost runs
about 2.2% on the present taxable wage base of $4,200.)
This
increase would be shared equally by employer and employee.
As an alternative source of financing, it could be argued
that
all or part of the $3 to $4 billion could be paid
from the almost
$30 billion being spent annually on higher education by the.States
and the federal government. This would be equitable because
workers
- have contributed to these programs through taxes but have had
little chance to benefit from the expenditures.
The overall effect on the economy of a program of this
dimension
should be positive.
Although there would be a reduction in the
Gross National Product of $3 to $5 billion resulting from the
loss of output of the workers who are in retraining, this apparent
loss to the economy should immediately be covered by filling
the
vacated positions from the ranks of the unemployed. Economists
argue that roughly half of the jobs that will be created by
removing workers for retraining will be filled by those
officially
counted in unemployment statistics, while the other half will
come from those who are unemployed but not counted initinemployment
statistics because they are "out of the labor force."1/ To
whatever degree old positions are not filled because they were
unneeded in the first place, there would be no actual reduction
in output.
Thus, the net effect of the program would be a
reduction in the unemployment rate by about 0.25%,
with no appreciable
change in output.

Additionally, there will be an effect on the GNP of about $1 billion
annually due to the cost of training. However, this training will
substitute, to a large extent, for similar but less effective
efforts that are undertaken by current industrial, manpower training,
or higher education programs. Subtracting these efforts, the net
negative effect on the GNP thus would be expected to amount to
less than the $1 billion total. The remaining deficit should be
overcome by three other factors that are harder to measure but are
clearly of a larger magnitude than this substitution effect.
First, there would be savings to the economy from the elimination
of unnecessary jobs. Second, the workers' productivity will
increase due to their retraining..__ And third, the reduction in
inflation that will result from the'program would allow a more

IA/
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vigorous job creation policy to be pursued, thereby increasing the
GNE through increasing the labor force participation rate.
Further analysis is needed to accurately assess these benefits,
but they would most likely exceed the $1 billion figure for training
costs.
For example, a reduction of unemployment by less than 0.1%
would alone make up the difference.
A Universal Worker Self-Renewal Program
A universal program could provide all workers with the opportunity
for a six' -month sabbatical every seven years or a one-year sabbatical
every fourteen years. The survey results cited above offer a rough
indication that probably less than half of those workers qualified
would take advantage of such a program- This would mean that
about three million workers would be enrolled in the program
at any giYen time. Assuming the sameIstipend and training costs
of the basic program, the universal Worker Self-Renewal Program
would cost about $22 billion per year.
Such a program would have a more significant effect on the lives
of all working Americans in that it would make lifelong education
a reality. It would also represent a breakthrough in redistributing
work-time versus leisure time over the..lifespan of most Americans.
Furthermore, there is also some reason to believe that, with
increasing awareness of the benefits of continuing education, a
universal Worker Self-Renewal Program would create a positive
incentive for students to forego the "lock-step" in education.
With a sabbatical program, students might be likely.to take smaller
doses of education in their early adulthood, in anticipation of
using the opportunity for additional education when they are more
interested in doing so or when the need for retraining arises.
Although the primary social justification for both the basic and
universal programs is that they would provide opportunity for
career mobility to those workers who are dissatib`jed because they
are "locked -in" their jobs, the economic rationale: for the basic
program differs from the economie rationale for a universal
program. The basic program is designed to have aa optimum effect
on the inflation-unemployment relationship. As such, the basic
program can serve to facilitate other, important programs (most
particularly, job creation) that are currently hamstrung because
they are tied to the problem of inflation. The decision to
expand to a universal program would include factors other than
.this essential, economic one. A basic program should be viewed as
a kind of necessary, economic tool, while a universal program
should be viewed as one of many Possible responses to national
needs -- similar in intent to other educational and social programs.
One would, of course, design a universal program to include the
necessary counter-inflationary measures inherent in the basic
program, but it is essential to stress that expanding the size of
the retraining program would have little additional effect on the
inflation-unemployment problem.
The economic benefits of a
universal retraining program would be derived in ways other than
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through a further dampening of inflation'.

If one assumes that 3% of the workforce would be out of the labor
force at any one time, this would represent a considerable drain
on the GNP as a result of decreased worker output. However, all
the productive jobs that are vacated by trainees should be
filled from the ranks of the unemployed.
The actual numerical
effect this would have on the unemployment rate is difficult to
estimate because the extent to which the program would substitute
for training that would have been done anyway, and the extent
to which the program would stimulate earlier entry into the workforce
by young people postponing their educations, cannot be accurately
predicted.
Such effects should not be construed as undesirable:
they would balance the effect of the program on the GNP. Also,
it would make it possible to spread present expenditures for
job training and higher education over a worker's career and
make them more readily available to those workers who really
need them when their need is greatest.
In the short run, however, early entry into the workforce and
substitutions for present training will account for only part of
the 3 Million fobs that are affected.
If it is assumed that,
initially, such substitutions would account for only 1 million
of the jobs, the rest of the jobs would be filled by one million
unemployed.workers and another one million workers who are technically
out of the workforce. Also, many workers would choose to
participate in the program at a time when they otherwise would
have been unemployed.
This would have the effect of lowering
the unemployment rate at a given program level.
This level of
program participation could be keyed to the economy in such
a way that more workers would participate when unemployment rates
would have been higher.
In this way, fluctuations in the
unemployment rate would, to some extent, be smoothed out.
To the degree thlat the program would not be a substitute for
existing higher education, manpower training, or industry training
efforts, there would be an impact on the GNP equivalent to the
additional costs of training for the program.
Assuming that 1
million workers would have been trained in these other programs,
the remaining 2/3 of the training costs would amount to about
0.4% of the GNP. To analyze the impact of the universal program
on the economy, the effect of this additional training cost would
have to be weighed against the benefits to be derived from the
elimination of unnecessary jobs through increased mobility,
from the increased productivity of retrained workers and from
more efficient use of education expenditures to meet training
needs. While no detailed analysis is available, a rough estimate
would indicate that these benefits would far exceed the cost
to the GNP of training.
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In the long run, this program could be designed not to entail
an increase in total spending for educatioW and training. The
goal of the program would be to modify existing forms of education
and training efforts in order that the worker could benefit from
these at more appropriate times in his career and in forms more
appropriate to his needs.
Eventually, the funds for the program
could come entirely from substitutes for some of thR,approximately
$20-30 billion spent annually on industry training,.! for some
of.the $27 billion annual expenditures on higher education, and
for most of the $1 billion spent annually on manpower training...2i

This approach to analyzing the costs of the program suggests that
a promising method for financing might be to establish a mechanism
to tap funds from the recipients of savings and benefits from the
program. Particularly, savings to businesses from reduced training
costs, and savings to government programs from reduced expenditures
in higher education, welfare, manpower training, and vocational
education progranis could be estimated and directly transferred to
a Renewal fund.
It is not clear what an appropriate share would
be from each sector, but one etfective mechanism to generate the
substitution effect would be to give workers vouchers that they
could then use as they saw fit in industrial training or in
colleges or universities.
In this way, transferred funds could
be returned to the sources wheresavings occurred.
A non-regressive
tax, on the salaries of workers could be designed to supplement
the fund, because they will benefit from such things as additional
earning years because of deferred education and increased salaries
because of higher-levels of skill training.
In considering financing alternatives for 'Worker Renewal, it would be
necessary to ensure that the mechanisms are consistent with the
principal goals of the program. For example, it is highly
unlikely that the mobility goals of the program would be met if
contributions were voluntary on the part of either industry or
workers. The workers most in need of training are in the declining
industries that can least afford to sponsor such a program, and
the workers in these industries probably can least afford the
training costs.
The under - employed., in particular, would be
virtually eliminated from participation if the system were based
on voluntary contributions.

It has been suggested that it might be desirable to permit people
to borrow against their social security or other vested or portable
retirement benefits to finance their sabbaticals.
The main problem
with this method is that it undercuts the meaning and value of
a pension.
In effect, one would have to make the tough dee:sion
to mortgage his future if he chose to take some of his social
security benefits at an earlier age in the form of a sabbatical.
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Although, as mentioned in an earlier chapter, "early retirement,"
or the receipt of pension income relatively early in life provides
a base of security enabling the pensioner to shift his occupation.
But for people other than those in the military, these benefits
generally, come too late to qualify as "mid-career." However, it
may be worthwhile to provide the following kind of option for a
worker: either early retirement without a sabbatical, or a later
retirement with a sabbatical.
Another method of financing would be to tailor Federal student
aid to the needs of older students by making larger grants for
the shorter periods of educational experience that workers will
use
for example, young students might take a thousand dollars
a year for four years while older workers might need four thousand
for one year.
Conclusion

We have analyzed only the tangible economic effects of the Worker
Self-Renewal Program, but it is clear that the intangible human
benefits might be vastly more significant. Needless to say, the
benefits of the opportunity for employment presented to the
unemployed and the "hidden unemployed" would be substantial.
More directly, those workers who have not been able to actualize
their career goals would have a meaningful second chance in life.
Even those workers who do not actually take advantage of the
program are likely to have some comfort in the knowledge of the
additional option. It is also reasonable to deduce that as
workers gain greater mobility and freedom of choice with respect
to jobs, there may be a shortage in supply of workers for certain
undesirable work. Consequently, the employers will be under
great,pressure to restructure those jobs in order to attract the
workers they need.
In conclusion, the above analysis indicates that a Universal
Worker Self-Renewal Program may well justify itself on grounds of
economic efficiency. When the broader considerations of social
efficiency are also taken into account, the case for it becomes
even more compelling.

EDUCATION

In our exploration of the interrelationships between work and
education, the following shortcomings became evident:
1.

The market value of education has driven out its other
values. One consequence.of this has been 'to require,
needlessly, ever -higher credentials for the same work.
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2:

Jobs have failed to change in step with the increased
educational attainments and concomitant: aspirations of
the'new)workforce.

3.

Vocational education in the high schools has failed to
give students useful skills or place them in satisfying
jobs.

4.

We have largely neglected the educational needs of older
workers.

5.

The schools themselves are a workplace, influenced by,
and influencing, other workplaces. As such, the schools
would benefit from a redesign df their work.

6.

The high schools have not yet discovered a proper role
for themselves to play in "career education."

The "Value" of Education
For some years, Americans have assumed that increasingly higher
levels of education are crucial to an individual's chances for
"getting ahead"--e.g., finding and keeping a good job, making
more money, obtaining the respect of others. National policies-such as the G.I. Bill of Rights, and the National Defense Education
Act (which emphasized scientific and technical skills)--have all
been incentives to advanced educational attainment. Similarly,
the expansion of professional and white-collar occupations has
created a demand for workers with higher levels of education.
But this interest'in "attainment" has been focused on the credentials
of education--high school diploma, baccalaureate, and graduate
degrees-rather than on the learning. The plethora of economic
articles that have appeared in recent decades, demonstrating the
economic value of ever-higher education, undoubtedly abetted
this emphasis on credentials. Moreover, credentialism spread
well beyond the white-collar sector; high school diplomas became
a prerequisite for most apprenticeships, and even for entrylevel, semi-skilled jobs.

Yet, the economy itself has not been changing rapidly enough to
require or to absorb the spectacular increase in the educational
level of the workforce. The expansion of professional, technical,
and clerical jobs absorbed only 15% of the new educated workers;
the remaining 85% accepted jobs previously performed by individuals
with fewer credentials.12.!

While new industries have appeared in recent decades that need a
well-educated workforce, most employers simply raised educational
requirements without changing the nature of the jobs.
There are
probably a number of reasons for their actions, ranging from using
credentials as a means of excluding the "undesirable," to hiring
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people "like one's self" to increase personal comfort. One
important reason has been the belief that the more highly educated
worker is likely to be more productive, more trainable, and have
more self-discipline than the person with less education. However,
for a large number of jobs, education and job performance appear
to be inversely related.
The less educated tend to remain with
an employer longer and be more productive than those workers
with ten or more years of education. The more highly educated
workers become bored with unchallenging work and express their
dissatisfaction in lower productivity and higher turn-over rates.111

If matters continue as they are, the disparity between the supply
and demand of educated workers is likely to be exacerbated in the
next decade. About ten million college graduates are forecasted
to enter the job market in that period, while only four million
graduates will leave the workforce through retirement or death.
This means that there will be 2 1/2 c6llege graduates competing
for every "choice" job, not to mentioti the additional 350,000
Ph.D.'s'who will be looking for work .A.1/
The problem would be
greatly ameliorated if the highly/touted "automation revolution"
occurs and shifts the occupational structure of the nation in
such a way as to greatly increase the demand for upper-level jobs
without expanding low- and middle-level.jobs. Continued growth
in the economy would also create millions of new jobs, but
growth alone will not change the occupational structure of the
economy. Without major changes in the quantity and quality of
work, one consequence of,this oversupply of graduates will be a
large class of under:amOloyed college graduates, disillusioned
with work and resentful of the poor returns on their investment in
collegiate education. Although the value of a college education
is not solely measurable in terms of its usefulness in the marketplace, the dominant interest, constantly reinforced in America,
is in its marketability.
Indeed, the decline in the market
value of higher education may endanger the American commitment to
education, precisely because its non-market aspects have been
ignored or grossly undervalued:
The very fact that we think about "career education" and talk
about the value of schooling in terms of an investment that will
yield future earnings indicates not only how important work has
become in our thinking, but how other motiviating forces have
been de-emphasized. Formal education, for example, was once conceived
of much more as a "preparation for life," whether or not it led to
a specific job.
In other nations and cultures, the non-economic
values of education have been considered predominant. For example,
not long ago in rural Ireland, each child learned "his or her part
in the farm economy, not as vocational preparation, but as a
making ready for marriage."11/

I1
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Today, we think of career education as an end in itself, lor the
personal reward of earning an income for oneself, not as a preparation for life, marriage, citizenship or any other social
function. We cannot turn back to a peasant economy, of course,
but the crucial point here is that we have put too much emphasis
on the credentials of education. We have encouraged unreal
expectations and, quite possibly, have caused a great degree of
frustration among our youths who have not been able to realize the
"payoff" they had anticipated.

The high school "drop-out" is an interesting case in point:
conventional wisdom may be incorrect with respect to the bleak
future ahead for high school drop-outs and the value of a high
school diploma as a credential for employment. In one study,
drop-outs had higher unemployment rates than high school graduates-29% versus 13%- -but differences in ability and family background
accounted for this gap more than did the lack of a diploma.
That is, "dropping out may contribute to unemployment, but it is
also a conveniently-measured symptom of more basic causes of
unemployment."14./.

Once employed, drop-outs were found to earn no less than employed
high school graduates, even when job seniority was controlled
(when uncontrolled, the drop-outs averaged higher weekly wages).
Furthermore, although drop-outs tended to have somewhat lower
status jobs, they generally had higher levels of job satisfaction
than did the graduates.11/
To sum up the foregoing: educational requirements for jobs have
increased, but there is little correlation between educational
achievement and job performance; college graduates are not faring
as well on the job market as they used to; and high school dropouts are not faring as poorly as expected.
These findings suggest
that the value of increasing levels of education (credentials)
as a means of finding rewarding work has been grossly overestimated. This does not mean that education should be valued
less, for its non-market values have been ignored. But what
this does mean is:
(a) the validity of using education predominantly
to raise income is growing more and more questionable; (b) requiring
more credentials to perform an unchanged job lowers performance
and reduces job satisfaction; and (c) the design of work is lagging
considerably behind the changes that have occurred among the
workers, including their educational attainments.

Vocational Education
While the subject of drop-outs provides us with a special case
for examining the relationship between credentials and several
job-related factors, the subject of vocational education provides
us with a general case for examining the efforts of schools to
relate directly to the world of work.
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The objective of vocational education has been to provide high
school graduates with marketable job skills. But in an extensive
study of ::)rational education it was found that
many students, at all school levels, were able to
enjoy higher wages by moving out of their field of
training as they entered the labor market...The relationship
of the job to the field of training appears to have no
significance in influencing the level of employment,
wages, and earnings following graduation.1V
Among high school vocational graduat4s, more than half took, first
jobs in fields unrelated to their training, in contrast with
only 25% of those who acquired specific skills in technical
schools or community colleges after graduation from high school.
With respect to the level of jobs taken by.vocational graduates,
there appears to be a disquieting, high proportion of vocational
trainees in unskilled and.semi-skilled jobs. A national sample
of high school vocational graduates showed a fairly high proportion
in such jobs three years after graduation, far more, it should be
noted, than the graduates of post-high school vocational programs.11/

Another study, recommending a reduced role for vocational
curricula in the high school, found high school vocational education
inattentive to the unskilled nature of entry jobs, the competing
sources of labor, and the desire of employers to do their own
training when it is needed.21/ Furthermore, it is not clear
whether or not vocational training at the high school level pays
off in higher wages. However, junior college graduates consistently
start higher and continue to have a wage advantage over vocational
high school and post-high school technical school graduates.211
It is sometimes argued that high school graduates with vocational
training experience fewer and briefer spells of unemployment
than those with only a regular high school education. But a
national, longitudinal survey found that vocational graduates
did not have better unemployment records than academic graduates.
Among all vocational graduates, those from high school had higher
unemployment rates than those taki9sijunior college and other
post-secondary vocational courses.--I
Of course, this may be a
reflection of employer reliance on credentials as much as it is
recognition of reduced competence of the students.
From the evaluations of vocational education, then, it appears
that a very expensive form of eductition--costing perhaps 50-75% more
than other high school curriculallf--has a very low utility. Only
a small proportion of entry-level jobs for high school graduates
require the specific training and skills offered by vocational
education; vocational graduates more often than not take jobs
for which they were not trained; their unemployment records are

/a/
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not better than other high school graduates, except those in the
general curriculum; and their pay isn't better. Most of the
literature on vocational training in high schools arrives At the
same negative evaluation: technical training in schools it
based on an out-moded assessment of future needs.
Studenti are
trained without any real knowledge of how they might apply
their
skills in the future. All they have is an increasing
recognition
that the technological concepts they are learning
are out-dated
or will be before they can use them.
These conclusions are important, not only because they document
the failure of attempts to relate high school education
directly
to work, but also because of the new interest in "career education."
If career education is modeled on vocational education--if
specific skills or clusters of skills are taught in traditional
schools--it will very likely follow the same dismal course.
Another consequence of infusing the high school curricula with
career-oriented programs is that educational institutions would
be instilling a "single career" concept--the notion that
an
individual, should develop a single, lifetime occupational role
identity.
Now, as we are develoing systematic evidence that
increasing numbers of white-collar andblue-sollar workers feel
"locked, -in" end desire mid-career changes,21/
it is ironic that
we would still be trying to put young'students on an inflexible
career track. (This tendency is compounded by the invidious
distinction made between "academic," "general" and "vocational"
high school diplomas which often brands young people for life by
locking them into a career and educational path from which they.
cannot escape. Worse, perhaps, this distinction between credentials
tends to ossify the class structure along the lines of a similar
but more pervasive system found in Great Britain.)
.

By equating education to a youth activity and by
confusing the
notions of education and schooling, we have placed
too many of
our resources in traditional schools designed for people under
21 years of age. We have neglected the fact that
education is
a lifelong experience, and often occurs outside the classroom.
And, as many educators feel, the desire for education
often
increases with age as does the seriousness with which
students
approach it. Recognition of these facts would
open up several
important options for worker training - -from making education
available to workers at later stages in their lives to encouraging
education in places other than the traditional schools.
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Workplaces and Schoolplaces
It may be useful to look at the concept of career education from
a vantage point that views schools as a workplace, influenced by,
and influencing, other workplaces.
In Future Shock, Alvin Toffler
argues that the pre-industrial educational means of transmitting
knowledge and skills crumbled before the onslaught of the
mechanical age, because "industrialism required a new kind of
man." He goes on to say:
Mass education was the Ingenious machine constructed
by industrialism to produce the kind of.adults it
needed. The problem was inordinately complex. How to
pre-adapt children for a new world--a world of repetitive
indoor toil, smoke, noise, machines, crowded living
conditions, collective discipline, a world in which
time was to be regulated not by the cycle of sun and
moon, but by the factory whistle and clock.
The solution was an educational system that, in its very
structure, simulated this new world...Yet the whole idea
of assembling masses of students (raw material) to be
processed by teachers (workers) in a centrally located
school (factory) was a stroke of industrial genius.
The whole administrative hierarchy of education, as it
grew up, followed the model of industrial bureaucracy.
The very organization of knowledge into permanent
disciplines was grounded on industrial assumptions.
Children marched from place to place and sat in assigned
stations.
Bells rang to announce changes in time.
The inner life of the school thus became an anticipatory
mirror,a perfect introduction to industrial society.
The most criticized features of education today--the
regimentation, lack of individualization, the rigid
system of seating, grouping, grading, and marking, the
authoritarian role of the teacher--are precisely those
that made mass public education so efIcctive an instrument
of adaptation for its place and time.-1/
This relationship between authoritarianism and rigidity in the
schoolroom and the workplace - -with the implicit view of man as
inherently undisciplined and ignorant--probably has not directly
occurred fo modern educators. But the similarities between the
processes was clear to Frederick Winslow Taylor, who wrote:
No schoolteacher would think of telling children in a
general way to study a certain book or subject. It is
practically universal to assign each day a definite
lesson beginning on one.specified page and line and
ending on another; and the best progress is made when...a
definite study hour or period can be assigned in which
the lesson must be learned. Most of us remain, through
a great part of our lives, in this respect, grown-up
children, and do our best only undqr pressure of a task
of comparatively short duration.kg
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Although mass education may have served well its purpose of
preparing our youth for the kind of work served up in the past,
the fact that today's workers are not "grown-up children," but
are revolting against authoritarianism, fragmentation, routine,
and other aspects of the inherited workplace, suggests that. the
schools are anachronistic in their "production" methods.
The success of the schools in helping to produce Industrial Man
indicates they could be successful in helping to produce the
Satisfied Worker; yet they are mired in the model of Industrial Man.
If, to produce Industrial Man, the schools had to become an
"anticipatory mirror, a perfect introduction to industrial
society," then to help produce the Satisfied Worker, the schools
need to become another kind of anticipatory mirror, providing
another perfect introduction to a changed world of work. It uay
be the case that a Satisfying Education would be the best precursor
of Satisfying Work, and, in that sense, be a major component of
"career" education.
The process by which education may be made more satisfying is
suggested by the criticisms of the contemporary workplace: we
would expect the school to become more satisfying as a place of
work, just as we expect the same of other workplaces, by removing
the equivalent necessity of punching a time-clock, by increasing
the autonomy of the "worker," by enlarging tasks and by reducing
rigidities. If students were viewed as workers and teachers as
team leaders, school workplaces might be redesigned along the
lines of other workplaces illustrated in this report, with a
high degree of participation among all the "workers" and "team
leaders" in the choice of procedures to reach the goals.
S'o'me teachers may.have the same authoritarian personalities

that some managers in private industry have--so that greater
autonomy among the "workers" is undesirable to them. But we cannot
ignore the fact that teachers are subject to fixed hours of
instruction, uniformity in subject matter, and lack of discretion
in choosing the content of courses. We would expect teachers to
find their work more satisfying if Trey were to function as team leaders,
with a considerable amount of autonomy, rather than as supervisors
demanding submissiveneiis and control, and if they were given what
workers are asking for--the assistance, equipment, and information
to do their job.
In short, if we think of the school as a workplace and that like every other workplace it should be satisfying,
then changes have to be introduced that will increase the satisfaction
of the workers, students and teachers alike.
If the goals of education were maintaining curiosity, maintaining
and building self-confidence, inducing a love of learning, and
developing competence, education would be directly relevant
to the major needs expressed by the workers. Some of these, it
may be recalled, are the opportunity to use one's skills and
education to the full, to be reasonably autonomous in doing one's
work, to have a sense of accomplishment, and to have the opportunity
to learn while on the job. Earlier remarks on the importance
of self-esteem are also applicable, for the school-work satisfactions
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that would evolve through curiosity, resourcefulness, and mastery
would contribute to productivity and self-esteem on the job as
well as in school.
Ech.,:ational experiments, like those in industry, suggest that
school-work can be advantageously redesigned. Some schools
have stopped the practice of lumping children by age, now enabling
them to progress individually, and to compete not with each other

but with themselves over time. Some enable the student's
interest rather than a bell to determine the length of a "period"
with the result that 75% to 90% of the students achieve at the
same level as the top 25% do under traditional conditions.LY
There are probably as many different ways to redesign school-work
as there are to redesign other kinds of pork to make it more
satisfying.
We are suggesting that "career education" will succeed to the
extent that the concept develops within an understanding of the
nature of work and once again anticipates the world of work by
developing within its own workplace exemplary restructurings,
and not by attempting to impart specific vocational skills.
Before leaving this topic, we should like to note a recent career
education experiment which, at first glance, appears to be teaching
'certain vocational skills, but which is responding, in fact, to a
fundamental social need. A newspaper story recounts that in
Des Moines, "Grade school pupils...visit local businesses and
see people at work in many kinigiof jobs. There will be more
role-playing and field trips."--2
The importance of this activity
cannot be over-estimated. Simone Weil, in The Need for Roots,
lamented how modern work has destroyed the easy awareness of
their parentql occupations that children had in more traditional
societies.22/ More recently, Bronfenbrenner has observed:
Although there is no-systematic evidence on this
subject, it appears likely that the absence of such
exposure (to adults at work) contributes significantly
to the growing alienation among children and youth...LV *
Every worker is a teacher and every workplace is a school, not
because of the skills that the one may impart, nor the organization
or technology that is apparent in the other, but because they
deal with the real world and man's mastery therein.
Alternative Career Education Strategies
If specific skills are learned best on the job, in public and
proprietary vocational schools, in community colleges and in
professional and graduate schools of universities, what occupational
role remains for the high school? Particularly, what happens to

Our rules regarding nepotism inadvertently serve as an obstacle
to reducing this source of alienation.

/3

117

traditional vocational education in secondary schools if education
becomes a lifelong process?
Again, as with other questions. we have raised in this report,
there are many answers that can be offered. Bttt an analysis
from the perspective of the institution of work suggests that
the regular secondary school appears to be an appropriate place
to broaden formal education to include an introduction to the
world of work, its meaning, its necessity for life, its rewards,
its requirements, and its shortcomings.

The secondary school can prepare the young person for the transition
from dependency to self-support. Perhaps through the schools
some of the current unreal expectations about work that are
held by young people can be disspelled, thus avoiding much of the
disappointment and frustration they feel when they take their
first Jas.
Basically, most young people simply do not know what to expect
from work or what work will require them to give.
Surely, to
give them this information presents a broad challenge to our
high schools. Some of the alternative approaches to introducing
young people to and preparing them for the world of work might
be academic, benefitting from what the schools do best: providing
information.
In this case the information might concern the
manner in which work is organized in our society, how people
work alone and together to achieve certain. goals. Other
activities would be designed to be "action-rich," and would
present a contrast to traditional, passive schooling.
Information-rich Alternatives

General education for work should probably be aimed at enhancing
the young person's reading comprehension, arithmetical skills,
the ability to write and speak clearly, and the capacity for
working closely with other people. We seem to have forgotten
that these skills are the ones most sought after by employers.
Typically, employers find that young workers who have "learned
how to learn" can quickly master the specifics of most jobs.
The satisfaction of young people with their future jobs would
probably be increased by this kind of training--for competence
is often a great part of job satisfaction. A good general
education, restructured along lines suggested above, is probably
the best career education a young person can receive. Still,
curricula might be widened to meet the curiosity of young people
about the adult world by incorporating such information-rich
topics as the following:
Courses in institutional management and administration.
Given that bureaucracies and large institutions
(corporations, universities, government) are, and will
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continue to be, the dominant source of employment in
the United States, it might be useful to offer courses
in which students learn the procedures of large work
organizations. They might explore how institutions
are formed, and why they are formed. They might try
to discover how these organizations operate, what
they produce, how they relate to other organizations,
and what roles people play in them. They could learn
some of the basics that are taught in MBA programs-the basic principles of management and administration,
such as how to organize a group of people to complete
a given task in a given time. They could be introduced
to some of the administrative problems that people
are likely to face in any organization, and how people
might think about such problems rationally to find
solutions that are satisfying to both humans and to
institutions.
Such courses might help to dispel
some of the unrealistic expectations young people have
about work by candidly exploring the personal advantages
and disadvantages (e.g., security vs. independence) of
working in large organizations.
A central component
of such a course thould be the basic principles of
organizing work in order to provide for factors that
lead to job satisfaction.
Courses in entrepreneurial skills. One of the ironies
of our system is that fcr all of our verbal commitment
to the American Dream we.seldom teach our youth the
basic knowledge that anyone would need who wanted
to go into business for himself. In fact, this
knowledge is usually transmitted from father to
son in middle-class families, and is thus difficult
for women or the poor to obtain.
Except for those
young Americans who take part in Junior Achievement,
knowledge about self-employment in this country is a
quite well-kept secret. Young people might benefit
from learning what it means to keep books, to
accumulate capital, to borrow and to invest, to buy
and to sell, to take risks, to wholesale, to retail,
t6 provide services or to manufacture and sell a good
by oneself.

These examples are intended only to be illustrative. But, any
course would be. effective only to the degree that it is intellectually
honest. If we attempt to teach an ideology of work, rather than
examining and discussing that ideology, then the courses will be
worse than no courses at all.

3(
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Action-Rich Alternatives

To acknowledge that-the high schools are inappropriate places
to learn specific, marketable technical
skills, is not to say
that it is necessary to board-up all_the shops in the nation's
schools. To the contrary, much of what is taught in present
vocational courses could be modified into valuable, practical
courses available to all students.
Domestic skills, crafts,
and mechanics courses need not be justified in
terms of future
employment, but as contributing to the educated person's basic
knowledge. The young woman who does not understand how a
car
operates and how it is repaired, and the young man who cannot
cook, are at a considerable disadvantage in life.
Learning to
use tools is a basic necessity that all students would benefit
from learning.
(Other skills, such as how to prepare one's
income tax form, how to go about buying a house, and how. to be
an effective consumer are practical skills that can be utilized
in whatever career one chooses. Also, concept6 from such
"academic" subjects as mathematics and physics could be
integrated with a work-related curriculum.) The important issue
about work-oriented courses is that they be directed at a set
of skills that the students can use while they are taking the
course or ones they will need no matter what jobs they eventually
take.
As a prime example of .this, there is no reason why every
high school student should not learn how to type. Not only does
it make most jobs easier, the skill also can'be used at home or
at school. Also, if we all could type, this
would be the most
important step in reducing both the sex-stereotyping of the
secretary role, and eininating many hours of the least-interesting
aspect of the secretsi y's job. In conclusion, occupational courses
should hot be allowed to become tracking courses and might better
be labelled "survival courses for an imperfect service economy."
i

There are other means by which education can become action-rich
within the confines of the school. One such format that is
attracting increasing interest among educators consists of socalled "games and simulations." As defined by James Coleman,
these are games "in which certain sozial processes are explicitly
mirrored in the structure and functioning of the game."12! /
In simulating work environments the emphasis is not on decisions
per se but on the processes through which decisions are reached.
The players 'assume simulated roles and play according to a set of
rules that provide choices and create behavior which leads to
certain outcomes. These games provide a way for students to
learn about "real costs" and possible long-range outcomes of
various decisions--in career choice, in education, and in work.

/a
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But if education is to become more than a game played in lieu of
life, one goal may be to free students from the confines of
school and to provide them with opportunitiet to mingle, associate
and work with older members of society.
Cooperative education
programs appear to provide at least partial responses to this
need.
Nearly 300,000 high school youths are currently involved
in cooperative education programs that provide part-time
employment while they are enrolled in schoo1.12/ Some jobs involve
only one afternoon a week, others are half-time jobs.
Theie are
several advantages to such programs--particularly when the student
has had the opportunity to try two or three jobs before he
finally makes up his mind to take a full-time job:

Such jobs help to overcome age segregation and allow
students the opportunity to observe adults at work
and, in so doing, learn what it is like to work all
day in various occupations.
In many cases, the students are able to acquire some
actual occupational skills.

Students who have the opportunity to do blue-collar
work will have a chance to overcome stereotypes about
manual laborers. That many manual jobs are wellpaid and offer the chance to solve problems no doubt
comes as a surprise to some students.
Students are given the opportunity to make contacts
in the world of work, thus enlarging their options
when they come to choose what full-time jobs to take.
Cooperative education often makes school work more
meaningful for students, particularly those
from disadvantaged backgrounds.
Success is rewarded with earned income--an important
badge of adulthood.
Young people may come to know themselves better, to
learn what they can and cannot do and, thus, develop
realistic aspirations.
While obvious difficulties abound in expanding current cooperative
education in high schools--child labor laws, lack of jobs, rigid
class scheduling= ---the benefits would seem to make the effort worthwhile.
Congress has authorized some funds for cooperative education
in the 1972 Higher Education Act, but it would appear to be worth
exploring further possibilities of trade-offs with other vocational
education programs in order that all high school students could
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have the option of a cooperative experience.
Another role for the high schools might be to provide more
relevant and effective career counseling.
Current occupational
counseling, on the whole, does riot appear to be as responsive to
the world of work and the needs of work-bound students
as educational
counseling is to the world of higher education and the needs of
college-bound students. For emmple, a recent survey found that
high school counselors spend twice as much time on pl,legerelated counseling as they do on vocational topics.A!
In
part, counselors are responding to the pressures of a society
that values college preparation very highly. Also, the
orientation of counselors may be influenced by the fact that
one-half of all high school graduates now go on to. college.
This
is a misleading fact, however, because fully two-thirds
of these
students never complete a four -near degree program and
soon find
themselves looking for a job.-A second myth is that most
young students will find white-collar jobs. Recent statistics
show that over 63% of all young.men will take a blue-collar first
jobJgV Perhaps our counselors have
anticipated a revolution in
which all of our young people become college graduates
and all
take white-collar jobs in the burgeoning service sector of our
economy. This revolution has not yet taken place.
Therefore,
the drop-out and the student who is probably heading for
a bluecollar job clearly require a greater share of the time of the
counselors. Yet, the 1968 Manpower Report of the President
states that 56% of high school graduates received some form of
job guidance or counseling compared to only 22%
for high-school

drop-outs.2V

In summary, we have argued that to lodge skill training
(especially
training for a single occupation or a related cluster of occupations)
in the high school invites a too-early career tracking and seldom
provides.students with usable skills. We have further argued
that the most advantageous acquisition of specific skills
occurs
either on-the-job or in post-secondary institutions such
as
community colleges where there is a much closer relationship to
true demand than in high schools.
Where training cannot be obtained on-the-job, there remains the
problem of access to the educational institutions offering skills
training. Young people who seek this kind of training seldom
have sufficient funds for tuition or living expenses; thus, there
is clearly a need for society to help them to receive the skills
they need to earn a living. There are several options for
achieving this, among them are the following:
As a first step, all Federal regulations relating to
student loans and scholarships to colleges and universities
could be rewritten to make them applicable to community
colleges, and public and proprietary vocational schools.
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Tax credits or other incentives could be offered to
employers who provide or underwrite training for workers,
including on-the-job training.
If manpower programs are made universal, as we suggest
in the next chapter that they should be, some young
people could have their occupational education financed
in this fashion.

One could extend the concept of the Worker SelfRenewal proposal to make younger workers eligible.
Alternatively, at the age of 18 each person could be
entitled to a given amount of support for further
education. He could draw on this account at any
point in his lifetime (a kind of universal, permanent
G.I. Bill).
To the extent that he draws on his
account, he might repay it through an addition to
his social security tax.
(The account would not
be a grant, but a loan which might or might not
be used depending on the individual's awn best
judgments of his interests.)
Perhaps the most important thing that could come out of this
analysis of work and education would be to draw educators out
of the schools, boards of education and offices of education
and periodically into the world of work. Without a thorough
knowledge of this world, they probably will never be able to
design a career education program that is responsible to the
needs ofyoung students and workers. Likewise, it would do
well to attract employers and supervisors periodically into the
world of education where they could acquire a greater sensitivity
to the changing values of youth and, thus, a greater knowledge
of the kinds of jobs they will have to provide for tomorrow's
workers.

7
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Chapter VI

FEDERAL WORK STRATEGIES

Federal activities are deeply enmeshed in the world of work, both
directly and indirectly. Federal programs support the training of
people for specific careers--in health professions, teaching, scientific research, and the like; Federal spending encourages the growth
of certain industries and occupations; and, to mention only one other
instance, national military service removes some young people from
the labor market, training them. for many occupations, and returns
others in mid-career through early retirement. A systematic review
of Federal policies and programs affecting work--which we shall not
undertake here--would reveal the Government's deep penetration into
the factors determining the quantity of jobs, and no small incursion
into the factors determining their quality.

Our venture, in this report, into Federal policies and strategies on
work is ineecapably determined by conclusions reached earlier:
that
the health cif workers is influenced by the quantity and quality of
work, that a large number of problems with which HEW contends very
likely arise because of insufficient employment opportunities, and
that many of the potential improvements that could be made in the
quality of work depend in part on an abundance of work.
We also felt it would be remiss, if not irresponsible, merely to call
for more jobs without facing up squarely to one of the most difficult
economic problems of today--the trade-off between inflation and unemployment. Accordingly, we have tried to show in this chapter how
several work policies, if pursued, would have a dampening affect on
inflation, which would permit a much greater effort in thii. private
and public sectors to expand employment opportunities without the
inflationarY dangers that prevail today.
Furthermore, although it is clearly the case that the sine ma non
of job satisfaction is the possession of a job, the creation of
dissatisfying jobs would be an inadequate response to the problems
of unemployment. A primary public policy position advanced here,
in recognition of the foregoing, is that the quality considerations
that play a role in the redesign of jobs and in the retraining of
workers must go hand in hand with the quantity issues in a comprehensive approach to creating jobs. That this important relationship is not self-evident is, in part, a result of the way in which
we have thought about work in the past.
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We have tended to develop shifting and contradictory responses to
the problems of work, in part, because we have lacked a full enough
understanding of the meaning of work in our lives. Public assistance
programs present an example of this confusion; while they were
designed as income maintenance prograMs for those who could not work,
in recent ylars they have become entwined with employment and manpower
Because of this shift, we have begun to look to work as
programs. If
the solution to our welfare "mess." Work is the key to ending dependency, but as we shall illustrate in this chapter, we may have put
that key in the wrong lock. Rhetorically, and often administratively,
the nation has demanded that those on welfare take jobs. Forcing
these people to work would not end dependency since about ninetyfive percent of those receiving welfare benefits are women with
children. They are on welfare precisely because they cannot work
or do not'have a husband to support them. But a great part of this
welfare "mess" might be straightened out if we were to provide steady
jobs for the millions of fathers of welfare children, whether or not
they are currently living in the same household with their children.
These underemployed men need jobs in order that they may establish
stable households. Work, then, offers a partial, preventive solution
to the problem of dependency.
From the perspective of.work, it would seem that welfare, manpower,
and employment programs might be both more effective and more equitable
if they were disaggregated. They should work in tandem, but each
should do different things. Employment policies should aim at creating jobs for all of those who want to work. The existence of a job
will be sufficient, in most cases, to get people to work; the importance
of work to life obviates the need
compulsion.
There will remain some individuals, of course, for whom the availability
of work is not enough, and they will need manpower training. Again,
motivation, not coercion, should be sufficient to bring people into
training programs. Finally, there will remain those who cannot work
(primarily for_. physical reasons) and those who choose to care for their
young children instead of taking jobs, and these people will require
income maintenance assistance.
Such a work-oriented perspective of Federal programs establishes the
primacy of employment policies, makes manpower training an essential
but supportive function and leaves income maintenance programs as a
truly residual category, a fallback for family support. We shall now
look briefly at some policy alternatives based on this construct.

1
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PURSUING FULL EMPLOYMENT

The statistical artifact of a "labor force" conceals the fluidity
of the employment market and shifts attention from those who are
not "workers"--the millions of people who are not in the "labor
force" because they cannot find work. For example, in 1969, there
wire 92.5 million civilian men and women 16 years of age and older
who had some kind of "work experience." But our "labor force" for
the same year was-reported as only 80.7 million.f! Although this
narrower concept of a "labor force" is useful for many economic
indicies, it is inadequateas a tool for creating employment policy.
Its primary shortcoming is that it excludes from consideration the
millions of people Who answer "no" to the question "are your seeking work," but who would in fact desire a job if one where available
and under reasonably satisfactory conditions. For example, the
ranks of the "unemployed" would be swelled were we to include such
individuals from the categories listed below:

The millions of women who do not look for part- or
full-time employment becaune they bunwit is riot available
at all, or unavailable under conditions that would enable
them to discharge their family responsibilities.
.

.

The large numbers of younger and some older persons who
are in %school or in training programs because they have
been unable to find suitable jobs.
Young women, for the most part in low-income families,
who remain at home because they find it difficult to
secure a suitable job.
Persons'on welfare, many of whom are female heads of
households, who cannot support their families by holding
down the types of jobs available to them.
The many physically, mentally, and socially handicapped
persons who cannot work, at least initially, except
under sheltered conditions.
Prisoners and other people in institutions who are
denied access to meaningful work.

.

Older persons who no longer seek jobs because they
are not hired even though they might be able to work
full-time or part-time, or trained to do so.

5
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.

Large numbers of people who make a living in illicit or
illegal work, in part because of their failure to find
suitable legitimate employment.
(One of the ironies of
crime is that it keeps "unemploymenedown.)3/

It is significant that we have fallen short of "full employment"
even while using a narrow definition of the worker that excludes
the above categories of potential workers.
Inflation and Unemployment

With the adoption in the early 1960's of a Keynesian approach to
Federal economic policies it appeared that we were embarking on a
path that would lead to "full employment." The concept of a
balanced full employment budget was embraced and the encumbrance
of a balanced budget was shorne.
It.became part of the conventional wisdom that what heretofore had been thought of as
"structural" unemployment could be substantially reduced by
the stimulation of aggregate demand (which was accomplished
initially by a major tax cut, then by a, rapid expansion of
both domestic programs and defense expenditures).
However,
this particular rosebush contained two very sharp thorns. One
was the fact that despite the low unemployment rates and concomitant
.economic growth, there were sizable subgroups of the population
who were still bearing the disproportionate brunt of the remaining unemployment. These were largely the "disadvantaged" toward
whom the attention of most Federal manpower policies were turned.
These policies are discussed later in this chapter.
The other thorn was inflation. As we progressed through the
mid-sixties, it became increasingly apparent that lower unemployment rates could be "bought" with the application of economic
policy instruments only at the expense of increased inflation.
The concept of the Phillips curve, which depicts a presumed
inverse re14tionship between unemployment and inflation, became
a standard part of every policymaker's vocabulary. Finally, in
the late sixties, the Federal government concluded that the "costs"
of inflation were too high (despite the benefits of low unemployment)
and-monetary and fiscal measures were employed to control inflation- in the process causing the unemployment rate to rise.

As s result of the economic experience of the last ten years there
is a growing consensus among economists on the following:

1,
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Even under the most favorable assumptions about a Phillips
curve, for this country, what empirical evidence there is
suggests that the inflation-unemployment trade-off facing
us using traditional economic weapons is highly unfavorable.
The most optimistic estimates of economists indicate that
a 47 rate of unemployment is attainable (and maintainable)
only at the expense of an equal or greater rate of inflation.
Inflation is fueled by factors other than its relationship
with unemployment. For example, if people anticipate
inflation (whether or not it would naturally occur for
structural reasons) they will demand salary increases
that will lead to further inflation. This "inflation
mentality" mgkes the trade-off between inflation and
unemployment more adverse.
Our macroeconomic policy instruments as generally applied
are fairly imprecise tools--we cannot have any confidence
that their application will, in fact, enable us to achieve
the lowest feasible rate of unemployment compatible with
any given rate of inflation,
In view of these considerations, it is clear that a continuation of
our present types of economic policies will not permit us to deal
effectively with the employment problems that have been documented
in this study. They may not even permit us to reduce drastically
the 5 million plus who are presently classified as unemployed, much
less provide large quantities of jobs for the 10 to 30 million who
are underemployed, on welfare, or who are out of the labor market
but would take a job.
But a policy that took into account the social and personal values
of work might begin with the need to maintain what might be termed
total employment--in which everyone who desires a job is able to
find a reasonably .satisfying one--as opposed to just "full employment" which is inadequate because it is a function of our current
"labor force" participation rate. Such a policy that begins with
the need to maintain total employment would then determine how to
maintain price stability within that context.
Towards a Total Employment Strategy

One could not expect the country to adopt a total employment policy
overnight because the structural changes that this would require
in the economy and society would be difficult to achieve.
A
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However, we could make some marked strides in this direction in
the near future. Following is an examination of some of the
important elements of such an employment strategy, particularly
as they relate to other policies recommended in this report.
A significant movement towards total employment for our economy
means two things:
.

.

The existence of considerably more employment opportunities
(of a satisfactory nature) than now exist.

A distribution of job opportunities that will be more
equitable for youth, the aged, women and minorities.

Past experience indicates that the pursuit of the former will do
much to achieve the latter--but not enough. Therefore, as long
as we fall short of total employment, it will be necessary to some
extent to focus job creation efforts on those demographic subgroups of the population that traditionally face employment difficulties.
In view of the adverse inflation-unemployment trade-off there are
two main steps that the Federal government might take to ensure the
existence of a greater number of, and more equitably distributed,
employment opportunities:
.

.

The initiation of large scale programs aimed at significantly
improving the inflation-unemployment trade-off.

The simultaneous use of expansionary monetary and (selective) fiscal policies to maintain the maximum amount of
employment consistent with "tolerable" rates of inflation;
Fiscal policies would be selective in the sense that they
would be designed to (i) have the least adverse impact on
the inflation-unemployment situation and (ii) create job
opportunities that would result in a more equitable distribution of employment.

The first of the steps is the most difficult to develop. Despite
the plethora of recent research on the subject of the inflationunemployment relationship, not enough is known about it to give
clear guidance to public policy. However, it is quite likely that
several of the major policies suggested in this report for improving job satisfaction would also have a major impact on the problem
of inflation. The basic worker Self-Renewal program would remove
hundreds of thousands of workers from the labor force who would
otherwise have been underproductive. It would decrease unnecessary
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labor oversupply in declining industries and occupations by
retraining workers for industries and occupations where they
will be more productive and where critical manpower shortages
might otherwise have created inflationary bottlenecks. Studies
undertaken at the Urban Institute indicate that such a progrpn
could have a significant impact on the problem of inflation._/
limilarly, the redesign of work, accompanied with profit sharing,
Das a high potential for increasing productivity--particularly
through reductions in wasteful turnover and work stoppages. Other
suggestions developed in the report could be expected to have lesser,
but still important, effects on inflation.
The reorganization of
secondary education would increase the efficiency with which youth
are able to move between school and work.
Eliminating race and
sex discrimination in the workplace would feduce the dispersion of
unemployment rates in the economy, thus helping to reduce the
rate of inflation associated with a given level of employment.
Fuller portability and vesting of pensions would permit increased
worker mobility, which should promote efficiency. And finally,
some of the reforms of current manpower programs that are discussed
later in this chapter could also have a favorable impact on the Phillips
curve. One cannot predict the exact degree of change that would
occur in the unemployment-inflation relationship as a result of
any one of these actions, but taken together they appear to present
a formidable arsenal in the war on inflation.
Pursuing such anti-inflationary policies would permit more expansionary
use of traditional monetary and fiscal policies and, therefore, a
higher level of employment than would otherwise be possible. Furthermore, maintaining full employment by stimulating aggregate demand
will create an atmosphere that is more conducive to making many
of the personal and organizational adjustments that are needed for
the restructuring of work and upgrading of lower-skilled workers.
But in order to obtain the greatest benefits possible from the job
creation and redistribution of employment opportunities that arise
from expansionary monetary and fiscal policies, it may be necessary
to utilize the latter in a more selective fashion than we have previously. On the taxation side, this would argue in favor of such
policies as:
Employer tax-incentives for hiring, training and upgrading workers from traditionally lowemployment groups.
.

Greater tax breaks for low income families and individuals
(such as deductions for employment-necessitated child care,
"forgiveness" of social security taxes, and lowermarginal
tax rates on earnings for those on welfare) to both encourage greater work effort and put more money (almost all
of which would be used for consumption purposes) into low
income areas so it will create jobs where they are needed.
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On the expenditure side this would argue for:
.

.

A generous funding of the efforts suggested in this
report that would have a favorable impact on the inflation-unemployment relationship.
A greater targeting of expenditures in general on
purchases of goods and services that create relatively
more jobs for the disadvantaged (e.g. regional development of Appalachia).

A program of public service employment for those for whom
this is the only alternative to dependency on the state.
To the extent possible, this shou/A involve filling existing
vacancies..thus minimizing the adverse inflationary impact.
It should be noted that while in the short run these various
anti-inflationary measures for job creation might require
expansion in the Federal budget, in the longer run the increased
employment should result in significant reductions in costs for
welfare, unemployment compensation, manpower programs, crime
protection and control and social services. There will be less
need for continued growth in these essentially compensatory programs if we have fuller employment.

'WY
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Beyond the Problem of Inflation

The policies we have discussed should have the effect of dampening
the effect on inflation to a degree that would permit greater government stimulation of demand. In this way, most new jobs would be
created in the private sector. But the use of expansionary fiscal
policy to create jobs raises the important question of what kinds
of jobs will be created. Because economic issues tend to monopolize
discussions, of job creation,.tblis issue tends to take a back seat
to the question of inflation.- But, as a direct result of every
expenditure it makes, the government creates jobs, and, therefore,
we must ask what jobs we want done in the society, who we want to
do them, and under what working conditions.
To begin, there are many jobs--obvious to the naked eye--that
patently need doing, either for the survival or the improvement
of our civilization:
our cities need to be restored or rebuilt;
our transportation systems are in disarray; our air, water, and
land are fouled with pollution from coast to coast. In carrying
out these activities, the government can choose to do those things
itself or it can buy such public goods predominantly from private
contractors.
Because of budget constraints, the government cannot
do all these things, even if all are beneficial for society. It
must choose among these public goods. In so doing it can target
its purchases in such a way that it can determine the kinds of
jobs it is buying, because the population groups affected by
expenditures varies greatly. This does not argue that we should
buy things we do not need simply because they create the right
kinds of jobs. Rather, in choosing among the tasks that need to
be done we should attempt to maximize the quantity and quality of
jobs we are buying with public dollars. For example, expenditures
on space, research, higher education and rural highways may have
little significance for the traditionally unemployed, while purchaies
of urban development and pollution control should produce more jobs
for these groups. The mix of skill levels required for different
projects also varies' greatly. Health care, space and research
stimulate those levels of jobs for which there is already considerable
demand, but few blue-collar jobs are created.
On the other hand,
environmental protection programs in the area of water supply and
sewage services are estimated to offer a job mix of 61% unskilled
or semi-skilled blue-collar jobs, 26% skilled operators and only
9.4% professional jobs.51
Where such expendittres are made also affects
their impact. A maximum
amount of jobs per public dollar would
probably
result from expenditures
made by State and local governments (in
large part funded by Federal
revenue sharing or formula grants). On the average,
a billion dollar
investment at the Federallevel creates
89,900 jobs while a similar
investment creates 110,900 jobs if it
is made at the State or local
leve1.6 / Indeed,over the
past decade the greatest rate of job
growth
in the private sector is attributable
to State and local government
purchases of goods and services:
private sector employment that is
directly attributable to such purchases
employment as a whole rose by only l9%.21increased by 58%, while total
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In this framework, "public-service" employment (usually called "leafraking") would be a misnomer. Many meaningful tasks serving public
needs could be accomplished by the private sector.
What must be
recognized is that the private sector can provide satisfying work
on public goods, An example of this might be made by a comparison of,
the garbage men of New York with the garbage men of San Francisco.
In New York where garbage men work for the city, and receive decent
wages, they often go on strike, the service they deliver is generally
regarded as poor, and the status of their job is low. In San Francisco,
where the garbage men have formed private co-operatives and have
high incomes, they never go on strike, the service they deliver is
generally regarded as both cheap and excellent, and the status of
their job is surprisingly high. It is not because they are involved
in a private enterprise that the garbage man's lot in San Francisco
is better than his peer's in New York, but the private sector employment allows for two things: greater participation in the management
of the operation and participation in profits. Although one cannot.
draw strong conclusions from one example, the greater possibility of
de. igning rewarding work in the private sector probably should not be
discounted when choosing between direct government provision of
services and buying such services from the private sector.
Another problem with the jobs we create through public expenditures
is that they often do not reach the rural poor and those in
the ghettos who need the employment the most. The response to this
problem is complicated. First, government and private employers would
probably have to address a whole range of options to deal with other
sources of employment difficultiesincluding education, housing,
transportation and plant location, that might include:
Adoption of educational policies at the local level to
increase the employability of members of disadvantaged groups.
.

.

.

Expansion of on-the-job training.
Acceleration of the training, placement, and promotion
of the disadvantaged.
Assumption of responsibility by employers for insuring
that transportation systems link their establishments
with lower-income neighborhoods. Alternatively,
policies that influence the location and relocation of
plants and offices, including industrial promotion and
highway construction, could be designed to aid marginal
workers.
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These suggestions assume that fairly traditional measures can be
utilized to overcome the employment diffi:ulties cf marginal workers.
There are also less conventional alternatives. For example, it has
been proposed that the Federal Government encourage large corporations
to franchise personal services companies in the ghettos. Community
groups or individuals could obtain such a franchise and the large
corporation would handle the administrative and bonding problems, provide
training and the capital needed to start the enterprise. These franchise
companies could train teams of ghetto residents to provide such
services as car and appliance repair and home cleaning and repair.
In some cities, enterprising ghetto residents have already organized
themselves into such teams to provide services for both ghetto and
non-ghetto residents.
What probably prevents the natural spread of this idea is the shortage
of business "know -how" and capital.
Such a job creation program would
answer the needs for more personal services (for example, it is nearly
impossible for ghetto residents to get a plumber), for work under less
structured conditions, for opportunities for community control of
business, and for opportunities for underemployed ghetto residents.
This suggestion is not offered as a panacea. Rather, it is an
imaginative alternative for providing meaningful work for the underemployed; there are undoubtedly other ideas that should be explored.
Self-Employment

Another job creation strategy might be to encourage certain types of
self-employment. We have seen that self-employment is the most satisfactory of all kinds of employment, and that the closing of most
entrepreneurial options has exacerbated the feeling of workers that
they are locked-in to their current jobs.
But, there are many obstacles to self-employment today--one being
that large institutions benefit from economies of scale and thus
drive out small "inefficient" concerns.
If we decide that job
satisfaction and greater employment opportunities add to social
efficiency, we might rewrite our tax laws to give the self-employed
and small business proprietor a better chance to'compete with larger
institutions. At the Federal, State, and local level, this might
require the exemption of certain categories of the self-employed
and the smallest businesses (e.g. under ten employees) from certain
licensing, insurance-regulations, and expensive and time-consuming reporting to government agencies. Also, we might make more risk capital available
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through the Economic Development Administration and the Small Business
Administration and through incentives to private investors. In the
previous chapter of the report, for example, we suggest tin educational
method for encouraging self-employment. Many other ideas, no doubt,
can be developed to support self-employment and small businesses.
Job Info:Imation

Finally,4there are those who claim that our unemployment problem would
be eased considerably if we had an information system that provided
workers and employers with increased knowledge about the supply and
demand of labor and jobs. For workers at all levels, fate plays the
greatest part in how jobs are obtained. People fall into jobs. They
get jobs because they know somebody who knows somebody. Yet, few of
us even know enough people to have more than a couple of options when
we are seeking employment. At the lowest end of the occupational
scale, one may have only one or two options among similar jobs. Most
often, lower -level workers see no choice:
a job is available and they
take it without knowledge of any alternatives. This suggests that
many people are in unsatisfactory jobs because of a dearth of information
about their options. It also suggests that there may be--but this is
not certain--a larger supply of unfilled jobs than we had supposed.

It is difficult to design a way of dealing with this information problem.
As a start, the Labor Department has begun to install computerized
"job banks." The success of their effort will depend on the willingness of employers to report job openings, something they are often
reluctant to do, preferring instead, "personal recommendations."
Whatever job creation options the government might pursue, it is important
that the jobs that are created are meaningful. Now we turn to the
problem of workers who seem unable to attain or hold jobs even when
they are available.
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MANPOWER TRAINING

The concentration of unemployment among minorities, youth, older
persons, and those who live in rural areas was essentially unaltered
by the economic expansion of the 1960's. The existence of these
groups was considered a "structural" problem of the workforce--the
abilities of these unemployed persons did not meet the demands of
the labor market.
The Government attempted to alleviate this
"structural unemployment" with manpower development policies
to supplement macroeconomic policy. The central issue was
poverty amid affluence. Although cash grants to the poor would have
been a more direct attack on poverty, the Economic Opportunity Act of
1964 reflected our national preference for work over non-work;
accordingly, the law advocated training and education to improve
the opportunity of poor people for employment.
Some Reasons for the Failure of Present Manpower Training Programs
To be eligible for the bulk of our public manpower training programs,
one must be "disadvantaged"--a poor person who does not have suitable
employment, and who is either a high school dropout, under 22 or over
45, handicapped, or subject to special obstacles to employment, such
as racial discrimination. Other manpower training programs pinpoint
specific groups facing barriers to employment: veterans, Indians, exprisoners, displaced workers, older persons, migrant workers, and so forth.
Most of these programs do not create permanent jobs, but attempt to
"upgrade" the unemployed so they better fit some estimated demand for
labor.
Yet, evaluations of the MDTA, for example, indicate that such
programs are not fully effective in producing trained individuals who,
indeed, "fit" the charaeteristics of the demand for labor.8/ Similarly,
under the Work Incentive Program, of the 3 million welfare recipients
who were eligible in 1971, only 300,000 received training, and placement rates for those who had gone through training never bettered 20%.
Such manR9wer policies and programs may be faulted on several other
,rounds._! First, assistance is fragmented into far too many categories.
Some people who could be helped and who want to be helped are not because
their "category" falls between administrative cracks.
Others are confused by a bewildering array of programs with unclear and overlapping
eligibility. Probably the most important factor in the success of a
training program is the motivation of the enrollee, a factor too subtle
for categorical eligibility standards. This suggests the need for a
system based on motivation--one that would be a totally voluntary
program. No one;would be forced to enroll, but special access could
still be assured the disadvantaged by assigning them some priority
within a voluntary scheme.
In addition fragmentation makes efforts too
diffuse.to achieve the critical mass needed for impact, effectiveness
or public acceptance.
The. second deficiency in our present manpower strategy is that it has
become too entwined with income maintenance policies.
Income programs
were aimed at those who are poor because they are incapable of
working. The categories of assistance have developed to give benefits
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to those who are unemployable for reasons beyond their control, and
to exclude the "undeserving" who are thought to have some control
over their employment status. In deference to the work ethic, and
in part out of suspicion that some public assistance recipients might
be able to work, the income programs have incorporated measures
expressing a preference for work over welfarein the treatment of
outside income, in the rehabilitative social services accompanying
In the effort to get
assistance, and in work/training requirements.
the poor to work, the welfare system has become a.combination income
maintenance and rehabilitation/manpower program.
At the same time, manpower programs have become, to a great extent,
Eligibility for
a part of the government's anti-poverty strategy.
manpower programs is drawn from categories quite similar to those
the aged, the disabled, poor persons. Some
for income programs:
manpower programs (WIN, special state* employment services, Emergency
Employment Act) are specifically designed to get people off welfare
and into jobs.
The majority of these programs for the disadvantaged would undoubtedly
be more effective if we distinguished between the purposes of the
Income policy should
income maintenance and the manpower strategies.
Its
strive for maintenance of some minimum standard of living.
concern should be for anyone who is below that standard, for whatever
But the thrust of the arguneat here is that
reason be may 1)e in need.
a decent and satisfying job with adequate pay would be the work incentive,
Instead of building a welfare strategy
and none other would be required.
with so-called work incentives, we need to have a work strategy which
does not penalize people who want to work. If work itself were refurbished and made the incentive, neither coercion nor pressure on
existing welfare recipients--who are in no position to resist--would
Some people assume that if the income fOr maintaining a
be needed.
minimum standard of living were sufficiently high (whatever that may
be), a significant portion of the population would withdraw from work.
That may be true--but what evidence there is suggests that most people
will prefer employment and self-sufficiency to unemployment and dependency.
Work withdrawal on a significant scale may be more a theoretical than
a real possibility and this mere possibility should not be permitted
to deter us from the work-based strategy suggested here.
For many recipients, an income supplement will not be sufficient- they will need and want help in order to obtain work. However,
there is neither need nor rationale for separate manpower training for the very poor; rather, there is a need for manpower training
for all, separate from the income maintenance system, in which
welfare recipients can take part. One reason for this is that
programs designed. specifically for the poor seldom generate the
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broad public support needed for continued funding at a leVel high
enough to have impact on the problem. Thus, programs for the
poor quickly become poor programs. Also, the existence of a
plethora of programs--for Indians, the aged, veterans, etc.- leads to unconstructive competition for funds.
Another argument against a link between manpower training and
welfare programs is that their combination prevents us from
designing each program optimally.
For example, if it is decided
that welfare mothers who do not work should forfeit their benefits,
it becomes necessary not only to provide manpower training for
them but also day care for their children.
Since existing day
care facilities are inadequate to meet the influx of thousands
of welfare children, the government must then create a new, costly
federally-sponsored and supervised industry. Thus, the decision
to make welfare mothers work leads not only to the government
impinging on the freedom of choice of mothers who would want to
raise their children at home, but also to an obligation to provide
a service that may have a low cost/benefit ratio. Furtheimore, it
hinders the rational design of a responsive system of voluntary
day caf:e for the children of working mothers.
It also is most important that manpower programs emphasize ons.the-job
training, rather than institutional training, for the former has,
proven more successful in placing enrollees in permanent jobs.12./
In addition this approach would further the government's job
creation strategy of stimulating and subsidizing private sector
employment.

But even if these adjustments were made, there would still be left
unattended the need to fit work to the workers, rather than the other
way around.
The lower down the scale of employability one descends,
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the greater the necessity to provide something akin to a "sheltered
workshop" in order for these peivle to benefit from work. This is
one reason why the National Alliance of Businessmen's "Jobs" program
was far from a success.
The ha :d -core unemployed failed to cope
with the discipline of work as interpreted by mainstream culture,
and when the economy turned sour, these marginal workers were the
first to be laid off.

With respect to the problem of discipline, it is well known that
many poor people have little or no work experience and, consequently,
have high rates of absenteeism, tardiness, and other problems on the
job.
Many of the methods we suggest in Chapter IV for making work
schedules and work rules more flexible for workers in general, can be
adapted to meet the needs of these "hard-core" unemployed. But a
major limitation on a policy of expanding private or public jobs is
that we may have a dual labor market--a theory that is not verified,
but one that is nevertheless a useful tool for characterizing the
employment problems of the very poor.
Dual Labor Market
Most policy analyses of poverty and employment have tended to
follow the classical economic approach of viewing labor as relatively
homogeneous except for a hierarchy based on skill levels. Under
this theory, the stimulation of the economy through traditional
macro-economic policy should create full employment. But the
anomalies between this view and.observed behavior in the labor
market has led to the development of the dual labor market theory.
Apparently, there may not be one, but rather two labor queues, and
macro-policy often fails to.generate jobs for those in the second
queue. Michael Piore describes the dual labor market in the following terms:

One sector of /The labor/ market...the primary market,
offers jobs which possess several of the following traits:
high wages, good working conditions, employment stability
and job security, equity and due process in the administration of work rules, and chances for advancement. The
secondary sector has jobs that...tend to involve low wages,
poor working conditions, considerable variability in employment, harsh and arbitrary discipline, and little opportunity
to advance.

The factors which semerate the dual market structure and
confine the poor to the secondary sector are complex...
the most important characteristic distinguishing primary
from secondary jobs appears to be the behavioral
requirements they impose upon the work force, particularly
Insofar as secondary
that of employment stability.
workers are barred from primary employment by a real
qualification /not race, sex, or ethnicity /, it is generally
their inability to show up for work regularly and on time.
Secondary employers are far more tolerant of lateness
and absenteeism, and many secondary jobs are of such
short duration that these do not matter. Work skills,
which receive considerable emphasis in most discussions
of poverty and employment, do not appear a major
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barrier to primary employment (although, because
regularity and punctuality are important to successful
learning in school and on the job, such behavioral traits
tend to be highly correlated with skills) -11/
Piore than goes on the describe the factors that generate the
secondary labor market, draw the poor to it, and tend over time to
lock-in even the poor who initially had appropriate traits for the
primary labor market. There are indications that federal manpower
programs are insensitive to the problems of the secondary labor
market. Indeed, there is some evidence that the MDTA has made use
of it as a source of jobs.
One evaluation of the MDTA claims that
i.. has chosen to train for jobs where openings occur because of,10,gh
t.urnoveri whether or not they are characterized by high demand.
Thus, instead of facilitating mobility, the manpower program may
have recirculated the working poor among the secondary jobs that
were, in part, responsible for their poverty. (An advantage of
the Worker Self-Renewal programs that we described is that they
would be particularly sensitive to the difference between the primary
and secondary markets and would train workers specifically for jobs
in the former.)
It would be a mistake to consider the secondary labor market as
intrinsically bad.
It fits the needs of the young who tend to be
excluded from the primary labor market until they are in their
twenties, and matches the preferred life style of those who don't
wantoto be tied down to a job. However, it does not meet the needs
of those who wish to establish a stable, economically secure family,
as we illustrate in the next section.
Consequently, the following problem emerges with respect to expanding
employment: If the expansion comes in the primary job market it may
not appreciably benefit the unskilled, underemployed in the secondary
labor market, nor those potential workers on welfare who generally
possess secondary labor market characteristics. There is some
mobility between the primary'and secondary labor market and an
opening up of the primary labor market would tend to increase this
mobility. However, based upon the analysis of Piore and others,
it appears much more likely that such expansion would result
either in drawing more working class or, middle-class women (who. have
the required behavioral traits--or "adaptive skills") into the
primary labor force or in redesigning primary jobs to have secondary
characteristics-12/
On the other hand, expansion of the secondary labor market does not
solve the poverty problem for families and in addition tends not to'
reduce primary unemployment. Economically, but even more
psychologically, many poor families need the rewards of primary
employment.
Dual-labor-market economists suggest changes in manpower training
and equal-opportunity law enforcement to aid the poor in finding
primary employment. But their suggestions can only bear fruit if
the total'amount of primary employment expands.
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In this report we discuss several options
for retraining and for
creating primary jobs. We feel that imaginative
policies designed to
tap the demonstrated desire of poor people
to work will overcome
many of the obstacles to employing them
in the primary labor market.
The fact tbat these people hold secondary
jobs, if they hold any
job at all, mutate that employment
for them could be increased
without signif4,contiy increasing inflation.
One of the main causes
of inflation is an exo\-Iss demand for the
highly skilled. By providing
people in secondary jobs (or the unemployed)
with the requisite skills,
we can reduce this type of inflation by meeting
the demand for skilled
labor, thereby holding down its cost.
Thus, there are potential benefits
to employer.; and to society from developing
The Urban Institute's study estimates that meaningful manpowerppolicies.
changes in our total concept
of our manpower "system"
(including improvements in the quality of
jobs)
would provide an annual increase in the
GNP of $30 billion.16/

As promising as such a conceptual change
may seem, we must acknowledge
its limitations. Some workers are either
incapable or too accustomed
to failure to learn a new skill.
The question for them will be
simply the availability of a job.
In. America, we like to :think that
all workers should be "mobile." The sad truth is
that fot some we
can expect nothing more than low-level employment.
The challenge
here is not just for
manpower training, but for the creation of jobs
that are steady and pay a living wage--in short,
some form of sheltered
employment.
In summary, an effective manpower program mould be one that
is broad- encompassing all present categorical programs and more--and sufficiently
flexible to be able to respond to diverse reasons for
unemployment.
Unencumbered by welfare considerations and unconstrained by
categorical
redtape, the manpower program should be able to train those
who are
employable but lack eertain skills, create jobs for those
who have
adequate training but for whom there is no current demand, and
provide
such alternatives as sheltered workshops for those who
are handicapped
in ways that leave them unable to compete in the job market.

Such a program would do much to alleviate'our welfare "mess"
through
providing decent jobs for central providers--who are not the prime
recipients of welfare benefits--and through separating
manpower requirements for welfare mothers from income maintenance programa.
When
welfare is examined through the lens.. of work, we can
see the role that
job creation and manpower policies can play in limiting
dependency,
and the legitimate burden ofincome maintenance that
remains.
WORK AND WELFARE
In original conception and intent, welfare is an income maintenance
program for those who cannot take care of themselves. The main programs
provide categorical aid to the blind, the aged, the disabled, and to
families with dependent children (a program originally designed to
make it possible for widows and mothers without employable husbands
to stay at home and raise their children)
Increasingly, however, the original, purposes and definitions of welfare
have lost their force, especially with respect to the Aid to Families
ti

141

with Dependent Children. What was originally defined as a population
dependent on the larger community for maintenance andimpport ,tends
now to be defined in the public's mind as a population-of malingerers
who ought to be forced to accept work. The result 'is that persons who
cannot take jobs or, by social agreement, should not take jobs, are
now the target of programs designed to make them take jobs.
This change in public perception and policy has two main roots. One
is the frustration born of the now- certain knowledge that the need
for a federal public assistance program will always be with us and
will not, as was originally hoped, wither away as a result of the
growth of a comprehensive contributory social insurance system15/
The other is the change from widows and orphans to unmarried mothers
and illegitimate children as models or prototypes of the ADC family .11/
("The ADC example we always thought about," remembers the first
Executive Secretary of the Social Security Board, "was the poor lady
in West Virginia whose husband was killed in a Wing accident, and
the problem of how she could feed those kids.")11! Where the original
model of the miner's widow evoked compassion, the new model of the
unwed mother evokes deep and widespread resentment.
Underneath the resentment and the frustration, and giving rise to
them, are a host of unverified assumptions about the character and
composition of the welfare population: most poor people don't want
to work; most people on welfare are black; welfare mothers have
babies to increase their welfare benefits; people on welfare live
well and easy; most people on welfare wait- to be on welfare; etc.
Every one of these assumptions is demonstrably false as a generalization,
and is true only in the occasional particular. The facts are that
most poor people are not on welfare and the majority of poor people
not only want to work but do work, year round and full time; black
families, though over-represented, make up less than half of the
AFDC caseload; the average monthly payment per recipient on AFDC is
$49.60; most mothers on AFDC do want to work--it is not difficult to
add to the factual side of this misunderstood issue.18/
What is so terribly damaging to the prospect of developing constructive
programs for dealing with the problems of welfare is that. these false
stereotypes of poor people, black people, and AFDC families are widely
held by the general public. The negative attitudes of most Americans
about welfare thus constrain national leaders in their development of
policy. Indeed, the existence of these feelings leads to a situation
in which the public's "price" for welfare reform is the inclusion
of mandatory work requirements for those on welfare, including mothers..
The variety of recent attempts to reform the welfare system are
characterized by the inclusion of mandatory work provisions. These
reflect the public's belief that there are many people on welfare who
don't belong there, who could and should be working, and that we can deal
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with "the welfare mess" by forcing these people off the rolls.
Realistically, then, we cannot expect a welfare reform program that
does not have a work requirement for mothers until there is general
public agreement that the great majority of people on welfare
belong there (in the sense that they have no other place to go).
The only able-bodied adults on welfare are those on the AFDC rolls,
but since less than 5 percent of the families receiving AFDC include
an able-bodied man, the only category of recipients with any
potential for joining the work force are women with dependent children,
the very persons AFDC was designed to assist in staying home.

From the analysis we present in this section, the present public
attitudes may very well lead to a worse welfare problem in the
future. A welfare program with a compulsory work requirement for
mothers will not help the mothers. the children, or the society at large,
and, as we will discuss later, it will not enhance the all - important -role
of the central provider in establishing family stability. We believe that
the alternative presented here, that of viewing mothers as working
and of making jobs available for central providers, would better
a:hieve the major objectives of the general public--a decreasing
welfare caseload in the long run.
Should Welfare Mothers be Required to Take a Job?
The question of whether the mother in a fatherless family (76
percent of AFDC families)19/ should take a job or not is a complex
one: It is not even clear that anyone other than the mother has
the legal or moral right to make that decision, or that anyone other
than the mother can make the decision that is best for her and
her children.- Some mothers prefer outside jobs to keeping house
and raising children; others prefer to stay home. To force all AFDC
mothers to do one or the other is to do violence to what we know
about human development and family relationships: mothers who work
because they prefer to work, and mothers who stay home because they
prefer to stay home, probably make better and happier mothers (and
children) than those who do one or the other because of circumstances
or coercion. 2/ It follows that the public interest and the
interests of the mother and her children will be best served if the
mother herself makes the choice. This choice, of course, must be
essentially a free one: a decision either way must not carry with
it any special penalties, rewards or forfeitures.
The easiest part of the problem has to do with those women now on
AFDC--perhaps a majority--who, other things being equal, would
prefer to work and support their families. But other things are
not equal. They do not take jobs because there aren't suitable'
child care facilities, or because the costs associated with having a
job and paying for child care often leave them with less than they
would be receiving on welfare. These women do not need to be coerced
into the labor force; they need the freedom to join it: adequate
child care facilities and a decent job at a living wag al/

143

The more difficult part of the problem lies with those AFDC mothers
who choose to remain home and raise their children themselves.
More accurately, the problem lies not with them but rather with our
system of public values regarding women and women's roles and our
definition of work. When we say to the'AFTC mother, for example,
"You must go to work or take work-training in order to be eligible
for public assistance," we are, in effect, telling her that, from
society's point of view, she is not now working, that keeping house
and raising children are not socially useful, at least not as useful
as "a job." But we are able to make this judgment of the AFDC
mother who stays home and raises her children only because we make
this same judgment of all housewives.
Thus, the public devaluation of keeping house and raising children
is, for the AFDC mother, only a special case of the more general
problem faced by women throughout our society. Indeed, it is one
of the principal sources of the deep discontent experienced by
women in all social classes. The failure of society to acknowledge
housekeeping and childrearing as socially useful work on a par with
paid employinent makes it increasingly difficult for the married
woman who is "just a housewife" to see herself as a valued contributor
in the eyes of her family, her neighbors, and the larger society.
The pressures generated by such social values tend to push women
into the labor force in their search for recognition as full and
valued-participants in society.
The result is that some women
who would perhaps prefer to remain at home are, in effect, pushed
into the labor force against their will.
It is with the AFDC mother who would prefer to, stay home that the
social undervaluing of housekeeping and childrearing appears in its
clearest, most perfect form. In this case, it is precisely the
social undervaluing of housekeeping and childrearing that provides
the rationale for telling her that she must take a job to be eligible
for welfare, and also for the notion that she is "getting something
for doing nothing."

The clear fact is that keeping house and raising children is work- work ttat is, on the average, as difficult to do well and as useful
to the larger society as almost any paid job involving the production
of goods or services. The difficulty is not that most people don't
believe this or accept it (we pay lip service to it all the time) but
that' whatever our private and informal belief systems, we have not,
as a society, acknowledged this fact in our public system of values
and rewards.
Such an acknowledgment might begin with simply counting
housewives in the labor force, assigning a money value to their work
and including it in the calculation of the gross national product,
and including housewives in social security or other pension systems.
The question arises, "if the housewife is to be considered 'employed,'
who is her employer?" One answer might be, her husband's employer, for it
;
;

yd
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is the wife's labor and her support that enables her husband to do
whatever he does for the man or the firm he works for. In this
case, the husband and the wife would be viewed as a production unit
and money for the housewife's pension plan might take the form of
a payroll tax paid by the employer or shared by him and his employees.
In the case of widows or other husbandless women with dependent
children who do not work outside the home, they, too, would be
"covered" workers, self-employed, and pay their own retirement
premiums out of their awn resources or, if on welfare, out of their
welfare checks. Alternatively, one might consider them simply
public service workers and pay the premiums'out of the general fund.
In either event, the choice confronting the AFDC mother would no
longer be between taking a job or receiving no assistance (which is
really no choice at all) but rather the choice between working at
home, in her own house with her own children, or working outside the
home. In the long run, such a change in the choice offered to
welfare mothers would not only cost less, but it would also permit
the welfare family to keep its self-respect and at the same time
enlarge an important area of choice in our society.

/6/
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POW Work is a Key to Ending Dependency
But the more significant link between work and welfare is
not with
welfare recipients, most of whom are on the welfare roles precisely
because they can't work, but rather with those men who are not themselves on welfare but whose wives and children are.
The statistical
magnitude of the problem is easy to state. In January 1971, there
were 2,523,900 families on the AFDC rolls.
The father was absent in
1,924,800 of the families (76 percent), mainly through
divorce,
separation, desertion, or never having been married to the
mother. 22-/
Thus, there is a clear and striking relationship between
family
instability and poverty. But if family instability
causes poverty,
what causes family instability? Among the lower classes, at least,
one of the main causes seems to be poverty, thus completing the circle
and presenting an especially difficult problem because it
feeds on
itself.

If poverty is a cause of marital or family instability, it should
not surprise us that marriages in lower-class families end in
separation
and divorce far more often than in higher-income families.
In addition
to breaking up for many of the same reasons that higher-income
couples
do, low- income husbands and wives also break up because they
do not
have enough money to maintain family life.

In general, rates of marital instability are roughly twice as high
among laborers and service workers as among professionals, with the
other occupations falling in between. In Jesse Bernard's study of
the relative effects of income, education and
occupfilon, income was
the most powerful correlate of marital instability.--/
Crucial to
an understanding of dependency is the research finding that at the
end of ten years of marriage, a woman married to a man with earnings
in the poverty range is twice as likely to have lost her husband through
divorce or dese5pOn as is the woman whose husband earns the median
income or more.-="
Does this mean that, by itself, an income maintenance policy in dole
form would solve the problem of destructively high rates of
divorce
and desertion among poor people? Probably not, although
poor people
would surely be less poor if they had more money and be better off
for it.
To see what directioh national policy should take with
respect
to family instability among the poor, we must look more closely
at
the connection between low income and marital break-up.
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What specifically, is the connection between a man with a wife and
two children earning, say, $3,000-$4,000 a year and his leaving the
family? By itself, a poverty income does not explain the break-up
of the marriage.
Something else must be going on and all the evidence
points to the fact that this something else is that the man sees himself, in his own eyes and in the eyes of all those around him, as a
failure--a failure as breadwinner, and therefore a failure as husband,
father, and man. The inability to support one's family constitutes a
daily, unremitting reminder of failure that is too much for most men
in that position to endure and sooner orilater they leave. And how
much more biting this failure if the man is earning so little that,
if he leaves, his wife and children thpiwill be eligible for welfare
and actually be better off--not worse. -41
It is important for our understanding of how AFDC families are
generated to keep in mind that although many woman-headed families
are the direct product of the process outlined above, other womanheaded families have appeared not because these events actually
occurred, but in anticipation of them or in dread of them. Thus,
even before marriage, lower-class girls' involvement in sexual activity
that leads to pregnancy and illegitimate births, or to forced marriages,
often seems to arise from the girls' perceptions that their present
and future prospects for a better life (dependent as they are on their
mates' occupational prospects) are not good and they have little to
lose by beginning a family early even if it is in a not fully respectable
way. (This is not to say, however, that girls who become pregnant
before marriage are necessarily choosing to have a child. Indeed, the
very high rates of abortion for premarital pregnancies where abortion
is freely milable indicate that the pregnancies are overwhelmingly
unwanted .) //

Frank Furstenberg, drawing on the work of several sociological studies,
attributes the high rate of illegitimacy among poor people generally
and blacks in particular to this same occupational uncertainty of the

menlY Lee Rainwater found expectant mothers rejecting marriage if
their sexual partners were unemployed or had poor occupational prospects.W
We have already seen how low income leads to the self-definition of
And, if he is
failure of the husband and father during marriage.
slow to see his failure, the chances are that his wife will
point it out. Since neither partner can properly carry out the job
of wife/mother or husband/father on the available resources, the inducement for self- and other-blame is always present. The tension
generated by chronic, money shortages is raised to even higher levels
if the husband also experiences intermittent or prolonged unemployment.
There is always the question in everyone's mind that his being unemployed
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may be "his own fault." He is "surplus man" around the house, because
the sharp division of labor in the lower-class family gives him a
minimally active role in housekeeping and childrearing, and because
the wife feels he should be out working or looking for work. And
since unemployment in low-income households is often a reality and
always a prospect--or even if he works steadily, he may not be bringing
home enough to live on=-the man is constantly vulnerable to the
definition, his own or others' or both, that something is wrong with
him, that he does not want to work, or if he is working, that he is
simply not worth enough to be paid a living wage.

Finally, after divorce or desertion, the man's poor job situation
tends to retard second marriages and to lengthen the amount of time
men and women spend in divorced status. Among middle-class women,
divorces tend to be followed by remarriage relatively quickly, but
equally lonely lower-class separated and divorced women are not so
fortunate:
they are more likely to take boyfriends. These relationships are often institutionalized in such a way that the boyfriend is
included within the family in a quasi-father role.. Many women on AFDC
gi're serious consideration to the possibility of marrying their boyfnlends--indeed, they are often pressed toward marriage by the boyfriend.
But even when the boyfriend is earning more than the woman receives
on AFDC, she must think in a very tough-minded way about her family's
likely future within a new marriage compared to being on welfare.
She
knows that welfare, though' inadequate, is a steady source of income.
Her prospective husband's income, she has good reason to fear, is not
likely to be as steady; or in the event that he seems to be a steady
worker with a steady job, the chances are that they couldn't live on
what he makes.
She can marry her boyfriend and take her chances,
knowing that it will be touch-and-go at best, or she can maintain
the less-than-satisfactory boyfriend relationship as long as it will
last, and count on her secure source of welfare income.

Policy Implications

In summary, family and marital stability may be functions of many
things, but economic sufficiency and the part played by the man in
providing it is surely one of them. Piecing together the findings
from 46 studies relating work experience and family life,
Frank Furstenberg concludes that "economic uncertainty brought on
by unemployment and marginal employment is a principal reason why
family relations deteriorate."2//
The implications of this conclusion for public policy are clear:
If
our society provided stable employment at above-poverty level wages
for all men, and if all women could therefore look forward to marrying
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men who could serve them in the provider role and for whom they could
serve in the homemaker role, then it is likely that fewer girls would
become pregnant before marriage, that lower-class couples would marry
at a somewhat later age, that relationships in lower-class marriages
would be less tense, that fewer lower -class marriages would break up,
and for those that did, remarriage would take place more quickly.
All these tendencies would be strengthened if women, too, could readily
find stable part- and full-time employment.*
Thus, the key to reducing familial dependency on the government lies
in the opportunity for the central, provider to work full-time at a
livin: ware. The rovision of this o iortunity should be the first
goal of public policy. Although a combination of income maintenance
and work policies may be needed as a beginning step, it is unfortunate
that so much of the reformist energies of the past decade or so have
gone into the issue of guaranteed income and so little into the issue
of guaranteed, rewarding work. It is difficult to avoid the impression
that guaranteed income has been appealing both because it is simpler- one thing the Federal Government knows how to do easily and well is
write checks-7and perhaps because a guaranteed income program is less
likely than a guaranteed job program to require or result in deep
structural changes in the organization of work in our society. Another
contributing factor may be that those who have been most vocal in their
concern with problems of social welfare in recent times have tended to
be identified with educational and welfare institutions rather than
institutions more directly oriented to work and the labor market.
In any event, it is important to recognize the probability that an
income maintenance program alone is not likely to do more--however
crucial this "more" is--than keep families from living in utter
degradation. Continued failure to provide decent job opportunities
for everyone is to commit our society to a large, intractable, and
costly dependent population.
And the costs are not merely the cost
of public assistance payments, but the incalculable, indirect costs
of lost productivity, crime, and public discontent and private misery.

The solution to the "welfare mess"--if there is one--is to be found
in meaningful and dignified work, in our society's explicit revelation
of need for eachperson's contribution.

*It should be noted that the work demands of women's liberation are
essentially a middle-class phenomenon; among the lower-income classeA,
particularly among blacks, the crucial problem is work for the male.21
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Chapter VII

CONCLUSION
Albert Camus wrote that "Without work all life goes rotten. But when
work is soulless, life stifles and dies." Our analyses of Work in
America leads to much the same conclusion: Because work is central
to the lives of so many Americans, either the absence of work or
employMent in meaningless work is creating an increasingly intolerable
situation. The human costs of this state of affairs are manifested
in worker alienation, alcoholism, drug addiction, and other symptoms
of poor mental health. Moreover, much of our tax money is expended
in an effort to compensate for problems with at least a part of their
genesis in the world of work. A great part of the staggering national
bill in the areas of crime and delinquency, mental and physical health,
manpower and welfare are generated in our national policies and attitudes
towards work. Likewise, industry is paying for its continued attachment to Tayloristic practices through low worker productivity and high
rates of sabotage, absenteeism, and turnover. Unions are paying through
the faltering loyalty of a young membership that is increasingly concerned
about the apparent disinterest of its leadership in problems of job satisfaction. Most important, there are the high costs of lost opportunities
to encourage citizen participation:
the discontent of women,
minorities, blue-collar workers, youth, and older adults would be
considerably less were these Americans to have had an active voice
in the decisions in the workplace that most directly affect their
lives.

Our analysis of health, education, welfare, and manpower programs from
the unique perspective of work indicates that to do nothing about these
problems in the short run is to increase costs to society in the long
run. Much of the 'capital needed to redesign jobs, increase worker
mobility, and create new jobsdcan be directed to these activities through
trade-offs with existing expenditures. More capital can be obtained by
lowering the waste of unemployment and through increasing worker
productivity. But the essential. first step toward these goals is the
commitment on the part of policymakers in business, labor, and government
to the improvement of the quality of working life in America:71
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APPENDIX

CASE STUDIM IN THE HUMANIZATION OF WORK *
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(1)

(2)

General Foods

1.

Establishments) or
Employee Groups

Pet Food Plant
Topeka, Kaneae
All plant employees.

AT&T

Long Lines Plant,
N. Y. Private Line
Telephone District.
Framemen.

2.

Year Initiated

1971

3.

No. Employees
Affected

70

1966

35-40

4.

Problem

In designing this new plant
management sought to solve
problems of frequent shut
downs, costly recycling and
low morale that plagued an
existing plant making the
same product.

5.

Technique Used

Workers were organized into
relatively autonomous work
groups with each group responsible for a production
process. Pay ie based on the
number of jobs an employee can
do rather than on what he does
at a particular time.

6.

Human Results

The writer's survey of.job
attitudes a few months after
the plant opened indicated
"positive assessments" by both
team members and leaders.
There was evidence suggesting
the increased democracy in the
plant led to more civic activ-

There was low productivity,
high errors, schedule slippage and no worker's pride.

The framemen's work was expanded to include taking
full responsibility for the
job and negotiating with
the "customer."

Grievances were practically
eliminated (from rate
of one per week). Morale
was higher in the year's
experiment.

ity.
7.

Economic Results

The plant is operated by 70 workers, rather than the 110 originally estimated by industrial
engineers. Also, there were
"improved yields, minimized waste
and avoidance of shut downs."

8.

Reference

'There was no signifi-

cantchange in
absenteeism or tardiness.
However, at the end there
was a slight increase in
productivity with fewer
workers and less overtime.

Ford, R. N., Motivation
Walton, Richard E.
Workplace
Alienation and the Need for Major Through The Work Itself,
Innovation, May 1972 (unpublished) AMA, '1969, pp. 211-256

*This appendix was prepared by Ward McCreedy, Deborah Bond, Shirley King and
Pat Forkel under the direction of Vincent Macaluso, the Division of Planning,
Office of Program Development, Employment Standards Administration,
U. S. Department of Labor.
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(3)

(4)

AT&T

(5)

Bell System

Shareholder Correspondents, Treasury
Department.

17 groups of workers in
diverse occupations, including toll operators, instal-

Polaroid Corp.

Proddction -line employees.

lers, clerks and. equipment
engineers.

1965

1967

1959

95-120

about 1,200

2,000 +

High turnover, absenteeism, low morale,
low productivity.

Are the methods and results
of the Shareholder Correspondents Study (Case #3)
transferable to other
employee groups?

Top management wanted to
increase the meaningfulness of work.

Workers were given
less supervision and
more job freedom. The
authors'of letters to
complainants were
allowed to sign without review by supervisors.

Some as case #3.

Factory operators were
rotated between their
factory jobs and more
desirable nonfactory

There was more pride
in group achievement.
Higher job satisfacn.
tion was measured.

After a year's experience,
where measured, attitudes
improved and grievances
dropped.

jobs.

.

For some there was
challenge and reward
while learning, then
frustration until they
were permanently transferred.

After a year's trial,
absenteeism decreased
from 2% to 1.4%.
Turnover practically
eliminated.

Turnover decreased by 9.3%%
in the experimentil'group
and increased 13.1% in the
control group. Overtime
hours decreased about 50%.

Turnover and absenteeism
decreased. Recruitment
was easier for factory
jobs, since they were no
longer dead-end.

Ford, R. N. op. cit.
at pp. 20-44

Ford, R. N., op. cit.
at pp. 45-79

Foulkes, F. K., op. cit.
at pp. 35-55

Foulks, F. K., Creat-

ing More Meaning=
Work, AMA, 1969, pp.
97-120

2

rio

(6)
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(7)

(8)

Texas Instruments, Inc.

Hunsfos Pulp & Paper Mill
Kristiansand, Norway

Nob0 Fabrikker A/8
Trandheim, Norway

Small group of women
electronic instrument
assemblers.

Chemical pulp department
of papermill.

New unit making electrical
panels for metal manufacturing plant.

1967

1964

1965

600

32

Top management wanted
better utilization of
human resources.

Segregation of jobs, lack
of overlapping skills and
permanent shifts increasingly hindered work as the
process became more complex.

The. group was caked to set The group of 32 workers was

its own production goal
and given more information concerning costs
and terms of the government contract on which
it were working.

given greater responsibility
for the operation of the
department as a whole and
was encouraged to increase
its control of the process.

A survey revealed that
employees were deriving
more satisfaction from
their work and had fewer
complaints about socalled
maintenance items,

Workers showed greater
job interest through
their suggestions.

During the experiment,

.

10 to 40

Management wished to improve
simple repetitive jobs.

Production groups and subgroups were established and
put on group bonus rates.
A "contact person" (with C
department head)was substitutedfor the supervisor
and was chosen by election.

.

general satisfaction
.among the workers..., and
absenteeism...much lower
than for the factory as a
whole.

In the four-year experiment,
the average quality bonus
decreased from 138 to 32 increased about 24%.
hours. Absenteeism, tur*-.
over, leaving time, complaints and tripe to health
center decreased.

In the one-year experiment,
production rates increased
22% and hourly earnings

Foulks, F. K., op. cit.
at pp. 56-96

Odsgaard, L. A.,
A. Summary
of Third Field
Industrial Democracy
Project, Phase B (unpub.)

assembly -time per unit

P. H. Engelstad, SocioTechnical Approach to
Problems of Process Control, papermaking Systems
And Their Control, 1970

increased 4%.
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(9)

(10)

H. P. Hood & Sons
Boston, Mass.

Rade Koncar
Zagreb, Yugoslavia

Sisak Ironworks
Yugoslavia

Unspecified number of
company plants and
occupations.

Plant manufacturing heavy
electrical equipment.

Iron and Steel Industry
in Sisak, Caprag

All employees.

Over 20 years ago.

1945

1961

Not specified.

1946 - 890; 1966 - 7,946

About 6,000

There was no specific
problem. The goal was
to improve operations
and to involve employees more in the affairs
of the company.

National need for rapid
industrialization and a
desire to transfer management to the worker-producer.

Low productivity of

On numerous occasions
workers teamed with
supervisors to simplify
work, often using films
of actual operations.
Workers with two or more
years of seniority are
secure against layoff.

Under worker's self-management, all workers are members
of working units, and have
the right and obligation to
manage their units, make
decisions, establish economic
policy, and to submit suggestions, criticisms, questions,
etc, "to authoratative management," who is obligated to
consider them.

Self-management bodies
were established in each
dcpartment in which the.
workers decided on production norms and pay
rates (including incentives).

labor.

The program manager
Not explicitly stated.
reported, "the employees
do not resist the approach, an attitude which
may have been fostered by
a cash award system for
suggestions."

Not specified.

Not explicitly stated.

From a small company in 1945,
Rade Konar has taken a leading
role in equipment for power
plants, including nuclear, and
transformer plants.

In eight years, product
quality improved. Production was expanded and
modernized.

Foulks, F. K., Creating_More Meaningful
Work, AMA, 1969, pp.

Mladen, K.; Self-Management in
the Ihternrise, Medunarodna
Stampa Interpress, 1967

The Economic Resources
of the Production
Departments and Distribution According to
the Results of Labor
in the Sisak Ironworks;
Beograd, 1970

774176
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(12)

(13)
P. P. G. Industries

Monsanto

Imporial Chemical
Induotries - Gloucester,
Great Britian

P. P. G. Industries
Lexington, N. C.

Electronics Division
West Caldwell, New Jersey

Factory Floor Workers.

Twist Frame Operators.

Foremen.

1968

1969

Not specified.

19,500

675

Not specified.

Low morale. "Five walkouts in a week."

Loss of efficiency in
twist frame machines
because frame cleaning
was dirty works repetitive and routine.

Weekly staff assignments
provide job rotation.
Small groups (8) imput
"own ideas " into work

The frame cleaner job
was eliminated. Since
cleaning takes 15% of
the time on each job,
the machine operators
took over the cleaning
function.

process.

"...it's their (the workers)
factory, not just a place
where they come to work,"
a supervisor reported.

Personnel and production
managers report that
"morale is high."

Since the experiment there
has been a 20% reduction in
labor, 20% increase in production, 25% increase in pay
and a 30% cut in supervision.

Productivity increased
by 12% over the previous two years.

Smith, Dan, In Place of
Strife at ICI, HR 13,

Rush, Harold M. F.,
Job Design for
Motivation, Report
from the Conference
Board, 1971, pp. 6770

1,1=117,77 Steel House,
London, Sept. 1970, pp: 420426

/7/

High employee turnover
among new hires.

The foremen were given
responsibility for interviewing, indoctrinating and giving skills
training to new hires.

Not specified.

Turnover, which had been
high among unskilled jobs,
averaged 6% annually in
the five years of the
program.

Rush, Harold M. F., op.
cit. at pp. 75 -76
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(17)

(16)

(15)

Monsanto Chemical

Weyerhauser

Araphoe

Textile .Division

Weyerhauser Co.
Tacoma, Washington

Araphoe Chemical
Boulder, Colo.

Chemical Operators.

Paper production
employees.

Chemists.

1968

1968

1968

50

300 (pilot
project)

125

Rising production costs
beset the automated control
room for chemical reaction
and conversion.

Low productivity.

Low productivity and
morale.

Four employee "task forces"
(one from each shift) restructured certain jobs and
eliminated some dirty jobs
through automation. Operators
now manage their own re-

An "I Am" plan (short for
"I Am Manager of My Job")
was implemented, based on the
assumption that all people
want to be responsible, to
succeed, and can beat manage their own jobs.

Each chemist was made
directly responsible
for an entire project.

Pensacola, Florida

structured

jobs.

Employee suggestions increased
300%.

The project manager said,
"they became a fraternity

Not specified.

...ami were anlarasiastic

about the challenge of
their new jobs."

Waste loss dropped to zero,
operators mpnitor 50% more
instruments and half of the
old supervisors not needed.

"Increased productivity"
according to an executive.

Rush, Harold M. F., op. cit.
at pp. 70-73

Rush, Harold M. F., op.
cit at pp. 55-60

Productivity increased
and deadlines on customer orders were met
more promptly.

Rush, Harold M. F.,
cit. at pp. 33-39

op.
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(18)

Syntex

Syntex Corporation
Mexico City, Mexico;
Research Center
Palo Alto, Calif.

(19)

American Velvet Co.

All employees of manufacturer of velvet.
Stonington, Conn.

(20)
Monsanto

Agriculture Division
Muscatine, Iowa
Machine Cperators.

Salesmen.

1966

Not specified.

Not specified.

1967

400

150

The innovativeness of
scientists was not being
utilized.

None specified.

Team work groups were
formed"where employee
set own standards and
quotas."

Workers plan and
organize own work
and have profit
sharing plan.

A vice president reports,
"less skepticism, more
volunteering, more introspection and inetaneous
feedback, managers more
concerned with career paths, career planning of employees,
rank-and-file employees
appear more committed and
involved."

Volume sales in the two
experimental groups increased by 116% and 20%
over the control groups.

"Consultation, participation, and involvement
are a way of life at the
top of the company and
at the production level
as well."

There was a production
"bottleneck" in the
bagging section.

Seminars were held with
employees who,analyied
their own jobs and made
changes. Production
goals were set by
baggers.

Not specified.

Not specified.

Production increased
75% in the four months
after the change.

Rush, Harold M. F., Behavioral Foulke, F. K.
Creating
Science, Concepts and ManageMore Meaningful Work,
ment A
ication, 1970, pp.
AMA, 1969, pp. 176-184

Rush, Harold M: F.,
Job Design for
Motivation, Report
from the Conference
Board, 1971, pp.
73-74
.e
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(21)
Oldsmobile

(22)

(23)

Norsk

Texas Instruments

Oldsmobile Division, GM
Lansing, Michigan

Norsk Hydro
Oslo, Norway

Texas Instruments, Inc.
Dallas, Texas

Engineering and assembly

Production workers.

Maintenance Personnel.

1970

1966

1967

Two plants

About 50

120

High absenteeism and
turnover.

Competition was becoming
tougher and profits were
declining.

100% quarterly turnover
and failure to get
buildings clean.

A volunteer'hourly employee
task force held meetings
with foremen and other
employees, conducted survoys,
and made broad recommendations
to improve employee relations.

Autonomous work groups
were established without
first hands (supervisors).
A group bonus plan was
installed based on prodUctivity.

Workers were organized
into 19 member cleaning
teams. Each member voice
in planning, problemsolving, goal setting and
scheduling.

employees.

"The results included more
positive employee
relations."

The percentage of workers
Not specified.
expressing overall job satisfaction increased from 58 to
100.

Absenteeism decreased 6% in
engineering and 6.9% in
assembly-while rising 11%
in the rest of Oldsmobile.
There were "improved product
quality...and reduced coats."

Production costs per ton
decreased 30% over the first
six months of the project,
but other factors were also
involved. Absenteeism was
4% in the experimental
factorrvas 7% for the control factory.

GM Publication, Oldsmobile's
Action on Absenteeism and
Turnover, Nov. 1971

Tregard, AlGulowsen J.,
et al.

Norsk Hydro,
Experiment in the Fertilizer Factories, Work
Research Institute, Jan.
1968

1 7 71

Quarterly turnover
dropped from 100% to 9.8%.
personnel requirements
dropped from 120 to 71.
Cost savings averaged
$103,000 annually between
1967-1969. Building cleanliness ratings increased
from 65% to 85%.
Rush, Harold M. F., 22D,
Design for Motivation,
Report from the
Conference Board, 1971,
pp. 39-49
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(24)

(25)

(26)

Corning Glass Works
Medfield, Mass.

Donnelly Mirrors, Inc.
Holland, Michigan

Monsanto -Textiles Co.
Pensacola, Fla.

Instrument Assembly workers.

Auto mirror mfg.
All employees,

Production workers of
nylon tire yarn.

1965

Long term project.

1971

6

460

6,000

Not specified.

To "come to grip
with the problems
of productivity."

Not specified.

Assembly line techniques
were abandoned. Workers were
allowed to assemble entire
electrical hot plates with
the freedom to schedule
their work as a group so as
to meet weekly objectives.

Workers determine
their annual salaries.
They receive productivity bonuses and must
find ways to assure that
the bonuses are paid
tbrougb higher production,
elimination of needless
jobs, etc.

Four-day classroom
sessions were held to
involve production
workers in problem,

"I feel like a human being.
You know what you have to
do and you push to do it,"
says an employee.

Not specified.

"For the employee the
program means 'humanized'
working conditions,"
the plant manager reported.

In the six months after the
change, rejects dropped from
2 to 1% and absenteeism from
to 1%.

Wages, costs and profits
all have increased during the past few years,
even as the company has
lowered its prices.

U. S. News and World
Report, July 17, 1972,
p. 50

U. S. News and World,
op. cit. at p. 51

"The cost of the program
more than pays for itself
in higher productivity
through fewer idle
machines and lower repair costs--a possible
gain of 100,000 pounds of
plan a vear " says the
nt manager.
U. S. News and World
op. cit. at p. 52

.
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solving.

Also,

employees set production
goals and rotated jobs.

(27)

(29)

(28)
It

Alcan Aluminum Corp:
Oswego, New York

Micro-Wax Dept. - Shell
Stanlow Refinery, Ellesmere
Port; Cheshire, England

Rolling Rill Operators.

Chemical operators.

Philip. Electrical
Industries
Holland
Assembly Workers.

1965

1963

1960

Not specified.

Not specified.

240-300

High rates of absenteeism
and tardiness.

Low productivity, low
morale and possibility
of "shutdown."

Not specified.

Time clocks were removed
and production jobs designed to give workers
unusual freedom and
decision-making responsibilities. Salaries were
guaranteed during absences
or layoffs.

Operators formed group
teams that provided both
more flexibility-within
shift teams and rotation
in jobs. Time clocks were
also removed.

Independent work groups
were formed and made
responsible for job
allocations, material and
quality control, and providing delegates for
management talks.

"Monotony is relived,"
says the Plant manager.

"It is well known that
absence and sickness may
be symptomatic of alienation...from the work situation. Thus...[these]
statistics are partly an
indication of morale," said
the plant manager.

The members of semiautonomous groups
derived more satisfaction from their work
compared with workers
in the old situation.

Absenteeism decreased to
about 2.5% compared to an
industry average of about
10%. Productivity increased.

"Output" in three sections
increased by 35%, 40% and
100% over 1965. Absence
and sickness decreased from
4.3% in 1963 to 3.3% in

By 1967, waste and repairs
decreased by 4% and there
was an unspecified savings
of lower managerial personnel.

1969.

The Honor System,
Wall Street Journal,
May 22, 1970

Alcan Hails in Dumping Time Clock,
The Plain Dealer,
Sept. 29, 1969

Burden, Derek, A Participa7 Davis & Trist Work In
tive Approach To Management, America, Approaches
Shell U.K., April 15, 1970
Improving Quality of
Working Life, June
1972, p. 18
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(30)

Ferado Company
United Kingdom

(31)

(32)

Netherlands PTT

Kaiser Aluminum Corporation
Ravenswood, West Va.

Production workers
making brake linings.

Clerical workers -data collection.

Maintenance workers in reduction plant,

Not specified.

Not specified.

1971

Not specified.

Not specified.

100

60

Jobs were routine,
Workers and supervisors
were both "notably uninterested" in their
work.

Productivity was low.
There were walkouts
slowdowns.

Groups of six men were
Jobs were enlarged to
trained to use all machines comprise a whole
involved in the process and
process (e.g.,
(e.g.,
allowed to move from one
listing, punching,
machine to the other. Each control punching,
group seer the batch of
corrections,etc.) inmarketable products they
stead of a single stage
have made.
of this process.

Time clocks were removed
and :supervision virtually
eliminated. Workers now
decide what maintenance jobs
are to be done and in what
priority-and keep their own
time cards.

Job satisfaction in the plant
has been found to increase. 88% of the workers in the
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