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PREFACE 

This paper deals with the problem of bringing social psycholog

ical factors into the technology of work design. It is, yery 

specifically, an attempt to put into the practice of management and 

engineering what we know about the determinants of human behavior; 

not through generalizations, cliches, or moralistic palliatives, but 

objectively and systematically, according to the rigorous rules of 

science. And to do this, not as a separate, or singular, imperative, 

but as an integral part of the whole; no more or less important, a 

priori, than the other elements of work design. 

The approach we take will be eclectic, drawing whatever is use

ful for our purposes from any available source, regardless of theoret

ical orientations. And it is unfortunate, but unavoidable, that our 

treatment of the fund of knowledge available on human behavior will be 

cursory at best, for the subject matter on this topic would fill (and 

has) many volumes. Our hope is that what we do cover will be accurate 

and relevant. 

Although the paper is organized around a discussion and evalua

tion of three so-called "behavioral science" strategies of work design, 

this orientation simply serves as a point of departure for our ultimate 

goal--a systematic, objective means of including social psychological 

factors in work design. The success of this undertaking will depend to 

a large degree on the generalizability of the results, not on how well 

they fit any specific strategy. 
xiii 



Finally, this project is only a beginning, a first crack at a 

very complex and highly dynamic problem area. Despite the vast array 

of knowledge we have gained about human behavior, we have still only 

scratched the surface. As new knowledge becomes available, it must be 

incorporated in social and economic practice, for only then is it 

worth pursuing. 

I would like to take this opportunity to express my apprecia

tion to the chairman of my committee. Professor Jerry D. Ramsey, for 

his continued support and encouragement and to the other members of my 

committee. Professors Charles L. Burford, Richard A. Dudek, Clay E. 

George, Vincent P. Luchsinger, and William D. Sandel. I am especially 

indebted to Professor George for his help "above and beyond the call of 

duty" in the area of social psychology. I would also like to thank 

Professors Richard P. McGlynn and Bill J. Locke for their helpful 

insights in psychology. Finally, I extend my deep appreciation to 

Mrs. Brenda Underwood, who managed to translate my "hen scratching" 

into the English language and prepare an excellent manuscript. 

xiv 



CHAPTER I 

INTRODUCTION 

In his treatise on "Human Nature and Conduct," published in 

1922, John Dewey made the following observation: 

An increasingly large portion of economic work is done with 
machines. As a rule, these machines are not under the 
personal control of those who operate them. The machines 
are operated for ends which the worker has no share in form
ing and in which as such, or apart from his wage, he has no 
interest. He neither understands the machines nor cares for 
their purpose. He is engaged in an activity in which means 
are cut off from ends, instruments from what they achieve 
. . . when man is only the tender of a machine, he can have 
no insight and no affection; creative activity is out of 
the question (p. 144). 

This statement is as true today as it was the half-century ago, or so, 

when Dewey wrote it. Dewey went on to point out that: 

We need to know exactly the selective and directive force 
of each social situation; exactly how each tendency is pro
moted and retarded. . . . Having the knowledge, we may set 
hopefully at work upon a course of social invention and 
experimental engineering. A study of the educative effect, 
the influence upon habit, of each definite form of human 
intercourse, is prerequisite to effective reform (p. 148). 

Some thirty years later, Morris Viteles (1953), writing about "Motiva

tion and Morale in Industry," was saying essentially the same thing. 

viz: 

. . . among the continuing needs of modern industry is a 
better understanding of the factors which underlie the will-
to-work and of the conditions or devices which can most 
effectively arouse or release these inner forces which lead 
the employee to participate willingly, fully, and satisfyingly 
in furthering the production aims of industry (p. 6). 

1 



And now, after another twenty years, John Stewart, the Executive 

Director of the National Commission on Productivity, has laid the 

challenge before the industrial engineer, to wit: 

. . . We have experimental evidence that motivation and job 
satisfaction do have a significant effect on productivity. 
. . . f^ Impression Is that a very large percentage of man
agers look on most of the behavioral work as insubstantial, 
fadish, not likely to be Important. I think lEs as a group 
are even more guilty of that. It is not nearly as easy to 
define, analyze and measure qualitative changes, but it may 
be as important. . . . Perhaps lEs ought to become very 
competent at measurement of behavioral changes and identify
ing the relationship between behavioral changes and pro
ductivity changes.* 

Today, it is more important than ever that we take up this challenge. 

The ultra-competitive nature of the world market has resulted in a 

tremendous pressure for America's business managers to raise and 

maintain the productivity of their work force. At the same time, 

they are faced with a seemingly endless array of obstacles to this 

objective. Including rising absenteeism, an exorbitant turnover rate, 

slow-downs, strikes, and outright sabotage. 

Over the years, three related disciplines have evolved which 

have, in one way or another, concentrated their efforts on improving 

human performance and increasing the productivity of work processes--

in the common vernacular, "optimizing the man-machine interface." 

These disciplines are Industrial Engineering, Ergonomics, and Human 

Factors. For the most part, these disciplines have been concerned 

with designing equipment and procedures a man can use effectively and 

reliably. The problem of designing work systems a man will use 

*From an interview reported in the Journal of Industrial 
Engineering 5 (February 1973): 2. 



effectively and reliably has received a minimum of attention. It Is 

this wery problem that must be investigated If we are to discover and 

ameliorate the causes of the dysfunctional work behaviors mentioned 

above. To a large extent, the investigation of this problem will 

involve an understanding and application of knowledge deriving from 

the field of study termed "social psychology." The focus of this 

dissertation is on the incorporation of social psychological factors 

in work design, with the specific intent of contributing to the opti

mization of work system performance. 

Behavioral Science Strategies 

Managers have been offered a wide variety of strategies for 

designing the work system (generally referred to as "management 

strategies"). An increasing awareness of the importance of the human 

element in work systems, together with an increasing mastery over the 

purely technological elements of the system, has led to an emphasis on 

work design strategies which focus on human performance and organiza

tional behavior as the pivotal consideration in system design. 

Emanating from the so-called "behavioral science school of management," 

these strategies are commonly referred to as "behavioral science" 

strategies. They include: job enrichment, job rotation, participative 

management, management by objectives, sensitivity or T-group training, 

and others. Unfortunately, the zeal with which these strategies are 

often promoted sometimes overshadows the need for a systematic approach 

to work design so necessary if optimization is to be achieved. 



Worker Alienation 

Behavioral science strategies have often been promoted as a 

means of countering "worker alienation." This phrase has been used to 

refer to the process whereby workers engaged In dull, repetitive, 

seemingly meaningless tasks offering little challenge or autonomy come 

to have feelings of powerlessness, isolation, meaninglessness, and 

self-estrangement. This leads to a distrust of management, lack of 

commitment to their work tasks, antagonism toward supervisors, general 

dissatisfaction, and so on. The effects of these phenomena are thought 

to be reflected in increased instances of dysfunctional work behavior, 

such as absenteeism, output restriction, sabotage, etc. It has also 

been suggested that they are felt in society at large, where poor 

mental health, alcoholism, drug abuse, and a lack of interest and/or 

faith in the community and the government are blamed in part on aliena

tion (HEW Task Force on Work in America, 1972). 

A Difference of Opinion 

Behavioral science strategies have by no means met with 

unqualified enthusiasm or success. Unions have been particularly out

spoken critics. In many instances, they see strategies such as job 

enrichment as simply another of management's "schemes" for getting more 

work out of fewer workers (see, for example, Calame, 1973, and 

Winpisinger, 1973). 

Unions are not the only critics. There are those in the pro

fessional and academic sectors who believe that "worker alienation" is 

an invention of behavlorists and/or sociologists seeking a vehicle for 

their pet theories as well as steady employment (see Kristol, 1973). 



On the other side of the coin, there are many learned and 

sincere men and women who claim with convincing evidence that, in 

fact, the phenomenon of worker alienation is real, quite pervasive, 

and highly debilitating: for the individual, for society, and for 

business and induf;try. The Department of Health, Education and Welfare 

recently sponsored a nation-wide study of worker alienation entitled 

"Work in America" (MIT Press, 1972), concluding that the redesign and 

enrichment of jobs was a major key to ameliorating alienation and 

increasing productivity. 

The movement toward the design/redesign of work to make it a 

more meaningful and "enriching" experience has a broad base of support 

and appears to be gaining increasing momentum. A number of U.S. and 

European business enterprises have installed, or are experimenting 

with, various work design strategies based in the behavioral sciences. 

While it is nrare common to read of the success of these experiments, 

failures are not rare. In an article in Harvard Business Review, 

Sirota and Wolfson (1973) state that human relations, participative 

management, T-groups, job enrichment, and "other potentially effective 

behavioral science tools have had a discouragingly high failure rate 

in the corporate sector." They attribute this to management's being 

unwilling or unable to match the problem with its appropriate solution. 

They go on to say that: 

Although many companies engage in what appears to be construc
tive activity when they are confronted with employee diffi
culties, this activity often turns out to be little more than 
the application of fashionable palliatives. Such an approach 
results in the use of treatments that not only are costly in 
themselves, but also foster neglect of serious organizational 
ailments. 



Social Psychological Factors in Work Design 

The proponents of the various behavioral science strategies 

base their recommendations for improved work design on their assump

tions relative to human behavior and its relationship to various 

properties of the work system, such as the degree of autonomy allowed 

the worker, opportunity for achievement, variety in job tasks, leader

ship style, opportunity for interaction, fidelity of communication, 

and so on. Often, the inability of management to derive the appro

priate solution for its worker-related problems is a consequence of 

their ignorance of these assumptions and the subsequent failure of 

the assumptions to be met. The fault here lies as much with proponents 

as with practitioners, since such assumptions are not consistently 

explicated. 

Social Psychology 

Social psychology has been defined by McDavid and Harari 

(1968) as: 

. . . the scientific study of the experience and behavior 
of individuals in relation to social stimulus situations. 
It deals with the individual's relationship with his social 
environments, and its method of approach is that of modern 
psychology as an empirical science (p. 17). 

In other words, social psychology is the study of the individual "in 

context." For our purposes, this means in the work environment; in 

relation to other members of his work group, his supervisor, manage

ment in general, and the organization as a whole. 

Social psychology draws upon the basic principles and research 

findings of psychology proper and applies and extends them to the social 

situation. In this way, we are able to describe and evaluate such 



things as social reinforcement, the "need" to affiliate with others, 

an individual's attraction to a group or organization, power and power 

relationships, leadership, group cohesiveness, cooperation and competi

tion, and many other aspects of human behavior in the presence of 

social stimuli. These are the very phenomena that one must deal with 

in the investigation of the "will to work," or "motivation." Thus, 

social psychological factors must be incorporated in a comprehensive 

approach to work design. 

Need for Operational Definitions 

To the manager faced with maintaining an adequate level of pro

ductivity in the face of numerous personnel problems, recommendations 

for improved work design must be linked to measurable phenomena. Citing 

such things as "worker alienation," or "job dissatisfaction," as the 

cause of dysfunctional work behavior does not conform to this require

ment. Although worker alienation, as a broad concept, may be a legiti

mate concern of the sociologist, the industrial engineer must concern 

himself with the narrower, "operationalized" aspects of concepts such 

as alienation. The same may be said for the social psychologist. Both 

require "operational" definitions of the phenomena they are investigating, 

This means the phenomena must be specified in terms of observable 

behaviors for which a standard system of measurement is available. 

Need for Applied Social 
Psychological Data 

Traditional human factors data, deriving from the physiological, 

anthropological, and psychological areas, have to a large extent been 
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gathered together and arranged in formats which facilitate their 

use in work design. In other words, they have been developed as 

"applied," rather than left as "raw" data. The same cannot be said 

for the social psychological aspects of human behavior. Although 

there is a wealth of knowledge available in this area, it lacks the 

cohesion and convenient format characterizing much of the more 

"conventional" human factors data. 

This paper deals with the consideration of social psychological 

factors in work design. It addresses problems such as "worker aliena

tion" from the standpoint of an Industrial Engineer--in terms of 

their operational definition in the work environment--with the ultimate 

goal of improving work system performance. One of the primary aims 

of the paper is to close the gap between the acquisition of new know

ledge, in areas like social psychology and the behavioral sciences, 

and its practical application in work design. In the words of 

R. A. Dudek (1970), "to make past, present, and future research data 

inter-comparable and more meaningful to direct application." 

Definition of the Problem 

Business managers/industrial engineers are faced with the 

need to increase and maintain productivity in order to survive in an 

increasingly competitive world market. A growing incidence of absen

teeism, turnover, slow-downs, strikes, sabotage, and other work-related 

problems, often blamed on "worker alienation," hinders or prevents 

achievement of higher levels of productivity. Behavioral science 

strategies for resolving these problems have met with a discouragingly 



high failure rate. This suggests the need for a more thorough 

understanding of the way in which social psychological aspects of 

human behavior relate to work design and, in turn, human performance. 

The problem may be subdivided as follows: 

1. What are the components of the various behavioral science 

strategies proposed as remedies for the above problem 

2. What is the relationship between the components of these 

strategies and basic principles of human behavior (i.e., what are their 

"behavioral correlates") 

3. Given these behavioral correlates, what assumptions need 

be met if these strategies are to be successful 

4. How can we go about testing these assumptions 

The more basic problem, then, involves exploring ways of using 

this analysis as a point of departure in our quest for a general 

approach to the incorporation of social psychological factors in work 

design. 

An additional problem, which is a concomitant of most 

research, is to delineate areas requiring further study in order to 

enhance understanding of the central issue under investigation here. 

Considering the nature of our topic—a relatively new area of direct 

concern for industrial engineers--this delineation should include some 

discussion of the general approach best suited to carrying out recom

mended research. 
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Purpose and Scope 

The purpose of this paper is to contribute to the understand

ing of how social psychological aspects of human behavior relate to 

work design and, in turn, human performance by (1) conducting a survey 

of the literature, (2) describing the basic behavioral science 

strategies and elucidating their essential components, (3) relating 

basic principles of human behavior to these components, (4) deriving 

the assumptions implicit in the various strategies, (5) outlining means 

for testing these assumptions, and (6) suggesting further research to 

clarify the relationships between human behavior and work design, with 

the hope of making new knowledge in these areas more "inter-comparable." 

Ultimately, we will produce at least a tentative set of 

"principles" concerning social psychological factors in work design. 

We make the distinction between "principle" and "law" as does Lyndall 

Urwick (1971) in his statement that: 

A law is a relationship between cause and effect v/hich, so 
far as the total of existing experience goes, has been 
proved to be valid in all cases. It is specific. A 
principle, on the other hand, does not involve any relation
ship. It is a general proposition sufficiently applicable 
to the series of phenomena under consideration to provide 
a guide to action (pp. 43-44). 

It should be emphasized that we are not offering a "cookbook" 

from which an industrial engineer/manager can create a work design 

"pie." Not only would the current state of the art not permit such an 

outcome, the shear magnitude of task and work force variables would 

make such an undertaking highly impractical, and the rate of change 

of these variables would impose a strictly transitory utility on the 

product. 
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In the context used here, work design refers to task and pro

cess design, and to the design of the contiguous management strategy 

employed throughout an organization. It involves the specification 

of work content, method, and relationships in order to satisfy tech

nological and organizational requirements, as well as the social 

psychological requirements of the worker. In this context, work 

design may be used interchangeably with management strategy and is 

related to the concept of organization climate. This paper deals 

specifically with the social psychological requirements of the 

worker as they relate to work design. It does not address the more 

traditional human factors approach to equipment design and/or "man-

machine relationships"--that is, consideration of perceptual-motor 

behaviors having more or less direct and measurable physiological 

correlates. Thus, the scope of this research excludes such fertile 

areas for productivity improvement as computers and automation, 

information systems, operations research, and biotechnology. 

Problems, such as those thought to reflect "worker alienation," 

are apparently most pronounced among wage earners, especially blue-

collar workers, but also office workers (clerks, secretaries, key

punch operators), rather than the self-employed, manager, or profes

sional. Thus, we shall be concerned primarily with the former class 

of worker. 

In our paper, we will seek to analyze three broad behavioral 

science strategies: enrichment, involvement, and incentive. It is 

hoped, however, that through this analysis a more general approach to 

social psychological considerations in work design can be constructed, 

one which could apply to the whole continua of job content and context. 
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Finally, because we are addressing primarily the Industrial 

engineer in the paper, we shall spend some time reviewing what we 

know (or think we know) about human behavior, including: motivation, 

attitudes, operant and respondent behavior, and group dynamics, among 

other things, as these areas relate to work design. The reader already 

familiar with this subject matter may wish to skip the chapters contain

ing it (chaps. Ill, IV, and V) and go directly to the description of 

the various behavioral science work design strategies (chap. VI). 



CHAPTER II 

BACKGROUND 

The professional literature Is replete with management 

theorists', psychologists', and sociologists' views on applied methods 

of "motivating" workers, including those mentioned earlier. Despite 

the variety of methods proposed, they may all be categorized fairly 

well under three major strategies: enrichment, involvement, and 

incentive. We claim no universality for the definition of these 

strategies that follow; in fact, in some cases we have taken the 

liberty of making more or less arbitrary distinctions between the 

strategies for the sake of clarity of discussion. These admonitions 

to the contrary, the definitions are in general accord with commonly 

held views on what each strategy entails. 

Enrichment 

This is a strategy whereby the individual worker's task, or 

job, is structured in such a way that (1) workers produce complete 

"items"; (2) workers are given more control over what they produce, 

how they produce It, and the quality of their workmanship; and (3) 

feedback on the worker's accomplishments (or lack thereof) is provided 

directly to the worker, who is given the opportunity to utilize this 

feedback in an appropriate manner. A complete item is a slice of 

work that provides the worker a sense of "wholeness," and an opportunity 

13 
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to understand the relationship between his job, jobs accomplished by 

other employees, and overall organizational objectives. Workers 

acquire additional control by accumulating both horizontal aspects of 

their job (e.g., quality control inspection of their own work, care 

and maintenance of job-related machinery and equipment) and vertical 

aspects related to their job (e.g., dealing directly with customers, 

planning own work day). As far as feedback is concerned, the essential 

point here is that the worker is "the first to know," not his boss. The 

purpose of job enrichment is, of course, implicit in its yery title--

to add to the job, or "redesign" the job in such a way that it becomes 

a richer experience for the worker, one in which he can feel a sense 

of achievement and, in doing so, can "grow psychologically." It is 

theorized that the worker will then gain greater satisfaction from his 

job and that this greater satisfaction will, in turn, lead to increased 

productivity. 

Involvement 

This strategy calls for the structuring of an organization so 

that workers are provided the opportunity to (1) participate in develop

ing organizational and personal work-related goals, (2) participate 

in determining the means of meeting those goals, (3) participate in 

setting of performance standards, (4) undertake self-appraisal and 

participate with superiors in evaluating performance relative to 

standards, and (5) participate in the establishment of systems of 

recognition and reward. This strategy is commonly referred to as 

"participative management," for obvious reasons. The purpose of 
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involvement is to engender in the worker a more positive and enduring 

conmitment to organizational objectives. Again, it is reasoned that 

this strategy will lead to greater job satisfaction and Increased 

productivity, in that the worker will produce at a higher level to 

achieve goals he is personally more committed to, while at the same 

time gaining satisfaction through that achievement. 

Incentive 

Under this strategy, extrinsic rewards are made available to 

the worker contingent upon his level of work performance, or his group's 

level of performance. In other words, factors are arranged in the 

work environment that are intended to influence the worker to direct 

his behavior in ways which optimize organizational goal achievement. 

The most common incentive employed in industry is money. Recognition, 

in the form of awards or promotions, is also provided as an incentive; 

it is almost invariably associated with financial remuneration, however. 

Other incentives include: time off, greater job autonomy, status, and 

social approval. 

Notice how the above strategies are interrelated. For example, 

under job enrichment, an employee is given the task of inspecting his 

own work to assure it meets company standards (rather than having a 

separate "quality control" group do it); under involvement, the worker 

is given the opportunity to help set the company standard under which 

he must eventually operate; and, finally, under incentive, he shares 
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equitably, according to reward systems he helped establish, in the 

fruits of his and other employees' efforts when standards are met or 

surpassed. Because enrichment and involvement are both considered 

intrinsic to the job, and because of their interrelatedness, these 

strategies are sometimes discussed under the common rubric of enrich

ment (and less commonly, "enlargement"). Incentive, on the other 

hand, is an extrinsic strategy and it is usual to find it discussed 

(and often applied) separately. 

Other Definitions 

In the interests of communication (sometimes a thorny problem 

when dealing in the social sciences), it may be useful at this point 

to provide our definitions for certain other words and phrases 

employed throughout this paper. 

Worker: A human being engaged in some purposeful activity for which 

he/she receives compensation in the form of wages. A blue-collar 

worker is one who is hired and utilized primarily for his/her 

psychomotor skills, as opposed to cognitive ability, generally in 

a secondary occupation (e.g., automobile manufacturing) where the 

working environment often includes noise and pollution and special 

precautions are required for health and safety. The term is used 

as an antonym for white-collar worker, who is an individual 

generally employed in a service-oriented (tertiary) occupation 

under better environmental conditions, and who may be hired and 

utilized for cognitive ability, as well as, or rather than, 

psychomotor skill. 
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r^roductivity: A measure of the contribution made by an individual(s) 

toward the achievement of organizational goals, when compared to 

the cost to the organization to secure that contribution. Tangible 

measures of productivity (which we referred to in the introduction 

to this paper) commonly involve the ratio of an output, usually 

consisting of a single product or group of similar products, to 

an input of labor, measured in terms of the number of workers or 

hours worked. In its broadest sense, productivity may also include 

intangibles, such as labor- or time-saving suggestions by employees, 

contributions toward esprit de corps, community service, and so on. 

Performance: A comparison of behavioral outcomes to some predetermined 

standard. 

Construct: An explanatory concept or hypothetical process invoked to 

account for observed relationships between antecedent and consequent 

conditions. 

Incentive: An external factor in the environment which, for one 

reason or another, has an influence on the individual's behavior. 

The "incentive value" of a particular object, circumstance, or 

consequence of an act, is inferred from the individual's behavior 

in relation to that object, circumstance, or consequence. 

Job-Intrinsic Factors: Factors of_ the job which may influence the way 

a worker looks at the job. Used as opposed to job-extrinsic 

factors, which are factors associated with the job which may 

influence the way a worker looks at the job. 

Behavioral Correlate: The correlation between a specified component 

of any given behavioral science strategy and relationships 

between general human behavioral outcomes and general environmental 
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stimuli. For example, the "piece-rate" pay system has the follow

ing "behavioral correlate": behavior which is followed by a 

positively reinforcing event has a higher probability of occurring 

under similar conditions In the future. 

Motivation: A construct used to account for the direction, vigor, 

and persistence of human behavior. It represents a whole complex 

of ideas, needs, wants, feelings, and all the presumed conscious and 

unconscious antecedents of behavior. It is "constant, never ending 

fluctuating, and complex and . . . an almost universal characteristic 

of practically every organismic state of affairs" (Maslow, 1970). 

Attitude: A construct. Inferred from patterns of observable behavior, 

and indicating an individual's predisposition toward a class of 

objects or situations. 

The Business Enterprise as a System 

Figure 1 below represents the business enterprise as a system 

transforming given inputs to predetermined outputs and certain 

by-products. 

INPUT 

Management 
Policy & Admin. 
Organization 
Information 
Material 
Labor 
Capital 
Energy 

1 

J 

TRANSFORMATION 

Product Production 
Process 

Personnel Adaptation 
Process 

CONTROL 

OUTPUT 

Products: 
Goods & Services 
Information 

3f By-Products: 
Wastes 
Manifestations 

of Adaptive 
Behavior 

I 
^ -Pa-feeB'bac¥ 

Fig. 1. The business enterprise as a system 
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The transformation block Includes the process whereby inputs 

are transformed Into goods and services and the process whereby the 

people In the system adapt themselves to the organizational climate. 

The by-products of these two processes include wastes and certain 

manifestations of adaptive behavior. These manifestations may enhance 

the production of goods and services (positive), or detract from it 

(negative). Examples of positive and negative manifestations are 

presented In table 1. 

TABLE 1 

r^NIFESTATIONS OF ADAPTIVE BEHAVIOR 

Positive 

Productivity 

Initiative 

Cooperation 

Dependabi 1 i ty 

Enthusiasm/Creativity 

Loyalty 

Participation 

Negative 

Output restrictions 

Dependence 

Slow-downs/strikes 

Absenteeism/tardiness 

Apathy/complaints 

Pi 1ferage/sabotage 

Turnover 

The effects of "worker alienation" may be represented by the 

negative manifestations of adaptive behavior, or some subset thereof. 

The aim of the work design strategies presented earlier is to 

minimize these manifestations, while maximizing the positive. In 

order to accomplish this, management and the industrial engineer must 

attempt to satisfy not only technological and organizational require

ments, but the social psychological requirements of the worker as well. 
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These goals cannot be achieved through an independent design process, 

but must be sought in the "synergistic" Integration of production 

process and adaptation process design features. For example, 

designing a production process which is inherently dull and repetitive 

and then attempting to counter its effects on the worker by some form 

of wage incentive is not synergistic. Two opposing forces are created 

whose resultant 1s much less than would be the case if the forces were 

in the same direction. On the other hand, designing a production process 

which results in fascinating jobs for workers, but is inherently so 

inefficient that it cannot produce goods competitively is not an 

acceptable solution either. Thus, although this paper concentrates 

on the social psychological requirements of work design, there is no 

attempt to downgrade technological and/or organizational requirements, 

or to imply the two can be achieved independently. 

Interdependent Subsystems of the 
Business Enterprise 

Application of behavioral relationships to work design must 

be made in the full realization (and resultant integration) that we 

are dealing with a number of interdependent subsystems in the business 

enterprise. The major subsystems and their interrelationship are 

illustrated in figure 2. Note that the interdependence among these 

subsystems is reciprocal (i.e., at least some portion of the outputs 

of one subsystem make up a part of the inputs of another). 

Another aspect of these subsystems to consider is that they 

are dynamic. For example, the individual changes as a result of 

his experiences outside as well as inside the organizational 
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environment. Goals and aspirations of the individual may change 

dramatically as a result of these experiences, or they may simply 

take a different form or occupy a different position in the hierarchy. 

Group composition changes and, with it, group goals and norms. The 

organization undergoes many changes due to both internal and external 

pressures. 

The combination of subsystem interdependence and the dynamic 

nature of the subsystems results in an extremely complex total system, 

and it is this system we must ultimately come to grips with. 

Assumptions About the "Nature of Man" 

Underlying the development and application of any strategy 

for managing people are explicit and implicit assumptions about what 

is commonly referred to as "the nature of man." Frederick Herzberg 

(1966) provided an interesting and provocative historical perspective 

of "the nature of man" in his book. Work and the Nature of Man. 

Herzberg contended that "eyery society has to establish myths in order 

to sustain its institutional forms." He went on to say that these 

myths are, in a large part, created and exploited "by the hegemonic 

forces in society." According to Herzberg, 

Of all the myths of mankind, the most far-reaching, 
ubiquitous and serviceable are those that deal with human 
nature. Since man is the indivisible unit of society, 
no society can exist without an implicit conception of what 
people are like. 

Herzberg traced historical views of human nature through what he 

termed "the Adam view," the perfect man, albeit created without know

ledge. After Adam's fall, man's condition is akin to that of all other 
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animals and his basic motivation is, thus, the avoidance of pain; he 

is "animal man." These views are largely the result of the dominant 

place of the church in the Medieval period. 

An entirely new view of the nature of man arises, according 

to Herzberg, as a result of the Protestant Reformation, in which 

economic success came to be looked upon as evidence of self-denial 

and sacrifice to the glory of God, and the emergence of industry as 

the dominant organization in society (i.e., the Industrial Revolution). 

This is "economic man," free to seek his reward in the market place 

of the world and motivated by his own self-interest. 

It is interesting to note that the concept and acceptance of 

gain, and especially personal gain, was an enormous departure from 

the doctrine espoused by the church and practiced by the general 

populace up to about the sixteenth century. In his book. The Worldly 

Philosophers, Robert L. Heilbroner (1967) commented on the soon to 

occur transition in socio-economic thought: 

The idea of the propriety (not to say the necessity) of a 
system organized on the basis of personal gain has not yet 
taken root . . . a separate, self-contained economic world 
has not yet lifted itself from its social context (p. 21). 

Heilbroner went on to point out that, despite commonly held views to 

the contrary, the profit motive as we know it is a relatively modern 

notion, "conspicuous by its absence over most of recorded history." 

Even today, it Is foreign to a large portion of the world's population. 

Heilbroner then commented on an even more fundamental difference 

between the world as we know it and the world of the tenth to 

sixteenth centuries, viz: 
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The idea of "making a living" had not yet come into being. 
Economic life and social life were one and the same thing. 
Work was not yet a means to an end--the end being money and 
the things it buys. Work was an end in itself, encompassing, 
of course, money and commodities, but engaged in as a part of 
a tradition, as a natural way of life. In a word, the great 
social invention of "the market" had not yet been made 
(p. 23). 

These are important observations to us because they illustrate the 

interdependence of society's values, the economy, and "the nature of 

man"; and they demonstrate, in fact, how man's "nature" is shaped b> 

the circumstances in which he finds himself; or as Robert Owen said 

a century and a half ago, "man is the creature of circumstances." 

The next stage In the evolution of assumptions about the nature 

of man, according to Herzberg, was the era of "paternalism," in which 

man is seen not only as "economically determined," but also a "creature 

of comfort." Management perceives that workers are not likely to work 

out of a "sense of duty," and although they will work for money, they 

will work more willingly if treated in a "humanitarian" way. Humani

tarian treatment, however, is generally confined to the worker's 

physical needs. Thus, as indicated by Herzberg, paternalism may be 

considered a first step, albeit a halting one, toward human relations 

in industry. The real beginnings of the human relations approach to 

management are to materialize from the Hawthorne studies conducted by 

Western Electric in the late 1920s. But first a word about "scientific 

management" and Frederick W. Taylor, who founded the movement in the 

early 1900s. 

Herzberg believed that it was a result of Taylor's philosophy 

of scientific management and the adoption of its principles that a new 
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"inyth" about the nature of man emerged, that of the "mechanistic man." 

According to Herzberg, the basic discipline of scientific management 

was industrial engineering and the "essence" of industrial engineering 

as applied to people was to remove the effects of individual differences. 

Thus, the contribution of each workman was reduced to the smallest, most 

specialized unit of work possible. This allowed for the utilization of 

a few talents held in common by all the workers and provided for the 

development of an efficient production process. It had the added 

benefits of reducing errors and costs of training and retraining. It 

had the distinct disadvantage, according to Herzberg, of wasting human 

talents and reducing man to "an interchangeable part of an interchange

able machine making interchangeable parts." The myth of mechanistic 

man was that workers are most satisfied when their jobs are simple 

and clear-cut, requiring a minimum of intellectual effort, and their 

overall work task is free of the responsibilities common to management 

and their concomitant decision-making requirements. 

Taylor made many contributions to industrial engineering and 

technology in addition to his philosophy of scientific management, 

including the technique of time study, the invention of high-speed 

steel, the discovery and evaluation of the variables affecting the 

cutting of metals, and the concept of organizational departmentaliza

tion based on function. Still, his most important contribution was 

undoubtedly his pioneering efforts in pressing for and demonstrating 

the use of the scientific method in attacking the problems of industry 

and management. Taylor in no way suggested that men be utilized like 
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machines; instead, he recommended the development of a science for each 

element of a man's work to replace the old rule-of-thumb methods, 

and the selection and training of the best man for each particular 

task. If anything, Taylor's sympathies lay with the worker, as opposed 

to management; and he suggested that dissatisfied and unproductive 

workers were the result of poor management practices, rather than any

thing Inherent In the nature of the worker.(Taylor, 1929). 

The concepts of scientific management brought significantly 

greater precision to the measurement of the individual's work activities 

within the organization. Consideration of the broader psychological 

aspects of human behavior in organizations was to come later, however. 

As March and Simon (1958) pointed out, the so-called "classical theory" 

of management which was coming into its own in the early 1900s, and is 

generally considered to include the work of Taylor, tended "to view 

the employee as an inert instrument performing the tasks assigned to 

him," and "to view personnel as a given rather than a variable in the 

system." With some exceptions, "the grand theories of (classical) 

organizational structure have largely ignored factors associated with 

individual behavior and, particularly, its motivational bases." 

This state of affairs was to change dramatically as a result 

of the now-famous Hawthorne studies, considered a landmark in the study 

of industrial/human relations. These studies, conducted by Western 

Electric beginning in 1927 and lasting some six years, originally set 

out to explore the relationships between employee performance and 

on-the-job working conditions (e.g., noise, lighting, temperature 

and humidity, etc.). However, the researchers were unable to 
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demonstrate any consistent relation between these physical conditions 

and output. This resulted in the focus of the study being redirected 

toward the areas of social conditions, group attitudes, and individual 

reactions. Here, it was found that these socio psychological factors 

apparently had a significantly greater impact on human performance 

than previously thought. The major contribution of the Hawthorne 

studies was that they generated a great deal of interest in human 

problems of the workplace and were the catalyst for numerous future 

studies of human behavior in an organizational setting. 

The findings of the Hawthorne studies challenged the basic 

assumptions about the "nature of man" implicit in the earlier "classical" 

organization theory. First, man was recognized as a variable in the 

organizational system, rather than a given. Second, it was discovered 

that the worker could not be treated in social isolation; his relation

ship with the whole social structure of the organization had to be 

considered. Finally, the primacy of economic incentives was once again 

"up for grabs." 

The Science of Human Behavior 

The Hawthorne experience led directly to the development of 

the "human relations" approach to management (with Elton Mayo as its 

prime spokesman), which concentrated on the social environment surround

ing the job rather than the physical environment. At this stage, how

ever, advocates of the human relations approach were replacing assumptions 

about the "nature of man" posited by classical theorists and their 

predecessors with assumptions of their own. These assumptions describe 
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a "myth" about the nature of man that Herzberg termed "emotional man." 

Thus, man's "need for belonging" and acceptance into social systems, 

including the work group, were now believed to be preeminent, super

seding his economic needs. In management's view, the worker was 

"motivated" by needs that appeared to be irrational (i.e., relative 

to organizational goals) and was thus a "creature of his emotions." 

Unfortunately, these beliefs were seldom supported with hard facts, 

nor was the approach itself conducive to the establishment of a sound 

body of empirical evidence, since it lacked an integrating theoretical 

framework. Further, as Herzberg pointed out, the value of the human 

relations work "has been detracted from by some of the evangelical 

zeal of its premise that man is essentially a social animal primarily 

in search of social gratification." 

Out of this morass arose in the early 1950s what is commonly 

referred to as the "behavioral science" approach to management. It 

is here that we find for the first time a consistent rejection of 

unverifiable assumptions about some mythical "nature of man," and a 

stated resolve, instead, to depend on the scientific method to develop 

an integrated and verifiable body of knowledge about human behavior 

in the organization. It is from this body of knowledge that we intend 

to draw much of the information required to fulfill the objectives 

stated earlier in the paper. 



CHAPTER III 

DETERMINANTS OF BEHAVIOR 

This chapter deals primarily with that area of human behavior 

classified as "operant" (Skinner, 1938). We will discuss yery briefly 

the areas of personality development, individual differences, and 

respondent behavior. Our orientation will be toward the single 

individual and an objective analysis of his behavior and its determi

nants. Our bias will be empirical. That is, we will concentrate on 

those aspects of behavior and the environment which can be observed 

and measured. In the treatment of behavior discussed here, subjective 

experience is rejected. A broader view will be taken in chapter IV, 

where we discuss the area of "motivation." 

The orientation and bias described above are characteristics 

of an approach termed "behavioristic," the practice of which is termed 

"behaviorism." The philosophies of science known as logical positivism 

and scientific empiricism underlie most of the behavioristic theories 

(McDavid and Harari, 1968). These theories derive primarily from 

the early research and writings of E. L. Thorndike and Ivan Pavlov. 

More recently, B. F. Skinner (1953) has formulated the principles of 

operant behavior, stressing the great significance of external 
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conditions as determinants of behavior and rejecting the dependence 

on "internal energy sources" as explanatory variables. 

It should be emphasized that the treatment of human behavior 

contained herein is cursory at best--just sufficient to give us the 

basis for meeting the objectives of our effort on work design. 

There are many books which cover the ground more thoroughly, ranging 

from Ellen Reese's (1966) excellent overview of operant behavior to 

the exhaustive documentation of schedules of reinforcement by Ferster 

and Skinner (1957). 

Personality Development 

Personality has been defined as "the sum total of individual 

characteristics and ways of behaving which, in their organization 

or patterning, describe an individual's unique adjustments to his 

environment" (Hilgard, 1953). Personality may be viewed both from 

the standpoint of how we see ourselves and how others see us. The 

concept of personality has the following important aspects: (1) it 

is a construct, representing a whole complex of ideas about what makes 

people "different"; (2) it is viewed as resulting from an interdepend

ence between the organism and its environment; and (3) it is con

sidered to be "dynamic" (i.e., personality changes over time). These 

aspects of personality are incorporated in the model shown in 

figure 3. 
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-V A 

FEED
BACK 

time 

Fig. 3. Personality development 

This model illustrates the important point, that not only is 

the personality shaped by interaction with the environment but the 

environment is also shaped by the Interaction with personality. 

Inherited characteristics are a factor In the development of 

personality, but they are a "one-time input"; they are not a part of 

the dynamism of the system. 
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Individual Differences 

The observation that "people are different" is so common as 

to have become a cliche'; nevertheless, it is an important consid

eration in the design of systems. Individual differences occur as 

a result of the differential aspects of inherited characteristics 

and experential exposure—that Is to say, people are different, both 

because they are born different and because they are exposed to 

different environments; and these differences are interdependent. 

Referring back to figure 3, it is apparent that environmental dif

ferences are, at least in part, a result of the interaction between 

the individual and the environment. Thus, two people "growing up" in 

the same physical and social surroundings are, nevertheless, exposed 

to different environments. Naturally, the greater the similarity 

existing between the inherited characteristics of individuals and their 

experential exposure, the less "different" they are. Thus, although 

"people are different," some people are "more different" than others. 

By the same token, individual differences among the members of 

certain more or less distinct segments of the population may be less 

than differences between members of one segment and another. We 

recognize this situation by our reference to "ethnic groups," 

"minority groups," "subcultures," and so on. Individuals who are 

so different as to not fall into any of these categorizations are 
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labeled, variously, "maladjusted," "neurotic," "deviant," and so 

forth. The most obvious differences between Individuals and those 

most easily quantified and measured are physical. It is, therefore, 

understandable that physical characteristics of the human organism 

are well-instituted considerations in systems design. The same 

cannot be said for social psychological aspects of personality. 

Determinants of Behavior 

Behavior may be defined as any observable or measurable move

ment of an organism, including external movements, internal movements 

and their effects, and glandular secretions and their effects (Reese, 

1966). In the now classic study of behavior, Pavlov (1927) demon

strated that through experimental manipulation, regular predictable 

relationships could be established between changes in the behavior 

of the living organism and the environments to which it v̂ as exposed. 

In 1920, Watson and Rayner extended Pavlov's findings to the 

human organism by conditioning an emotional fear response in an 

eleven-month-old child. Both Pavlov's study, and that by Watson 

and Rayner, are examples of conditioning "respondent" behavior. 

This is behavior in which a specific kind of response is elicited by 

a specific kind of stimulus, and the stimulus always precedes the 

response. The pupillary reflex is an example of respondent behavior, 

as are perspiration in response to heat, salivation in response to 
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food, and the knee jerk in response to a tap on the patellar tendon. 

These stimulus-response relationships are termed "reflexes." They are 

related to bodily functions in an invariable way, given an intact 

organism, and are generally present at birth. A stimulus which does not 

normally elicit a reflex becomes a conditioned stimulus for the response 

by pairing it repeatedly in a temporal pattern with an unconditioned 

stimulus which already elicits the response. The new stimulus-

response relationship is termed a "conditioned reflex," and the pro

cedure is termed "respondent conditioning." 

Respondent behavior is an area of continued interest and 

investigation; however, most of the behavior that is of Interest to 

society does not fit the paradigm of the reflex. In 1938, B. F. 

Skinner defined another type of behavior, which he termed "operant" 

behavior, in that it operates upon the environment to produce certain 

consequences. These consequences may "feed back" into the organism 

and change the probability that the behavior which produced them will 

occur again. Skinner was expanding on the work done by E. L. Thorndike 

almost three-quarters of a century ago. It was Thorndike who observed 

that a given behavior may be "stamped in" when followed by certain 

consequences. He called this relationship the "Law of Effect." As 

Skinner points out, when dealing with the Law of Effect and operant 

behavior in general, we are not dealing in absolutes but, rather, with 

classes of behavior and probabilities of occurrence. We then deal with 

the variables that make the occurrences of a certain class of behavior 

more (or less) probable (Skinner, 1953). 
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The operant paradigm may be described as follows: (1) a 

response is emitted; (2) the response operates upon the environment 

to produce certain consequences; and (3) the consequences are fed 

back to the organism and effect the probability that similar responses 

will be emitted in the future. The paradigm is illustrated in 

figure 4. 

Fig. 4 . The operant paradigm 

A consequence which increases the probability that a certain 

class of behavior will be repeated is termed a "reinforcer." A 

reinforcer may be either positive or negative. A positive reinforcer 

is any stimulus, the presentation of which strengthens the behavior 

upon which it is contingent. A negative reinforcer is any stimulus, 

the withdrawal of which strengthens the behavior upon which it is 

contingent. 
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Positively reinforcing events are defined by the observation 

that the behavior which preceded them has a higher probability of 

occurrence under similar conditions in the future. We commonly term 

such events "rewarding" and describe them as "pleasurable." By the 

same token, negatively reinforcing events are defined by the observa

tion that the behavior which preceded their removal has a higher 

probability of occurrence under similar conditions In the future. 

Such events are termed "unpleasant" or "painful." 

Only a small proportion of the important consequences of 

human behavior are unconditioned reinforcers directly related to 

biological processes. For the most part, the reinforcers that 

operate in the social context and are of concern to social and 

behavioral scientists have acquired their reinforcing value ( i . e . , 

they are conditioned reinforcers). 

Conditioned reinforcers acquire their reinforcing properties 

through experience. Conditioning takes place in much the same way 

that respondent conditioning is achieved. An event may acquire rein

forcing value by being paired in a temporal pattern with another 

already reinforcing event, or i t may become reinforcing by serving 

as a "means to an end." Michael and Meyerson (1962) give the example 

of a match for a cigarette smoker, which serves as a reinforcer for 

the behavior which procured i t because i t makes possible the lighting 

and smoking of the cigarette. 

Conditioned reinforcers may be specific to particular uncon

ditioned reinforcers, such as the sound of running water to a thirsty 

man, or be generalized by serving as the means to many different ends. 
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Praise, affection, social approval, and money have this property. 

They acquire i t by being paired with many different unconditioned and 

conditioned reinforcers. Often, such generalized conditioned 

reinforcers become ends in themselves, connected only historically 

with their antecedents. 

The procedure of allowing a response to occur without rein

forcing I t is termed "operant extinction." The term implies that 

responses continue to occur I f they are followed by either positive 

or negative reinforcement and cease i f followed by no discernible 

consequences, or by neutral stimuli. 

One of the more commonly used techniques for controlling 

behavior is punishment. Skinner defines punishment as the withdraw

ing of a positive reinforcer or the presentation of a negative 

reinforcer (Skinner, 1953). According to Skinner, punishment can 

occur accidentally through environmental contingencies, such as when 

a child touches and is stung by a bee; but we generally think of 

punishment as intentionally arranged by other people to induce some

one not to behave in given ways (Skinner, 1971). Skinner questions 

the efficacy of punishment, stating that "a person who has been 

punished is not, thereby, simply less inclined to behave in a given 

way; at best, he learns how to avoid punishment" (Skinner, 1971, p. 76) 

Some of the important variables to consider in evaluating the 

effects of punishment are the frequency with which i t is employed, its 

severity, and the degree of persistence or strength of the tendency 

to perform the punished act. From the available evidence involving 

human subjects, i t appears that the punished behavior will reappear 
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with i t s former strength as soon as the punishing agent is removed, 

as long as the tendency for the behavior Is s t i l l present and no 

alternative behavior is available. As Reese (1966) states, "Punish

ment is more effective in suppressing behavior i f an alternative 

response is available than i f only the punished response is available." 

Another aspect of punishment and i t s effects Is the aversive 

conditioned stimulus. Such a stimulus comes about when i t precedes 

punishment in a regular manner, and i t s presentation alone can 

serve to suppress ongoing behavior. Estes and Skinner (1941) f i r s t 

described this phenomenon in a study involving the sounding of a tone 

followed by an electr ic shock administered to a rat engaged in lever-

pressing for a food reward. Sidman (1960) repeated the Estes-Skinner 

experiment using a rhesus monkey and obtained the same r e s u l t s -

conditioned suppression of lever-pressing behavior. This reduction in 

operant behavior brought about by a pre-aversive stimulus (conditioned 

suppression) is sometimes termed "anxiety." As Reese (1966) points 

out, anxiety also includes respondent changes—such as Increased 

respiration and blood pressure and muscle tension. 

There are numerous possibi l i t ies to evaluate when attempting 

to determine how an individual's behavior is affected by environmental 

contingencies. This is especially true when the contingencies are 

established purposefully by other individuals, for one individual 's 

perception of what constitutes a reinforcing or punishing event may 

differ considerably from another's. In figure 5, an attempt has been 

made to i l lus t ra te the various possibi l i t ies when an environmental 

agency seeks to a l ter the probabil i ty of an individual 's response by 
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exercising the options of rewarding (through positive or negative 

reinforcement), punishing (by the withdrawal of a positive reinforcer 

or the presentation of a negative reinforcer), or ignoring the 

given response. Referring to figure 5 , the symbols employed are 

explained as follows: 

R: response 

C: cr i ter ia 

S: stimulus 

+: reinforcer 

- : punishment 

P(r) : probability of the given response 

U,V,W,X,Y,Z: the amount of change in P(r) 

The tests and outcomes contained in figure 5 are then explained as 

follows: 

Test, R=c?: does the response meet the predetermined 

criteria for the presentation/withdrawal of the stimulus? 

Test, S=*f?: does the individual perceive the stimulus/ 

consequence as reinforcing? 

Test, S=-?: does the individual perceive the stimulus/ 

consequence as punishing? 

Test, Punish?: does the environmental agency attempt to 

punish the individual for not responding according to the pre

determined criteria? 

Outcome, P(r)=P(r)+U,V or W: the probability that a similar 

response wil l be emitted in the future is increased by an amount 



40 

(/> 
Q) 
O 
O 
L. 

a. 

c 

o 
I 

o 
•r -
> 

JC 
<u 

c 

(/) 
0) 
E 
O 
o 
4J 
3 
O 

o 
Q. 

en 



41 

U, V or W (which a priori must be assumed of unequal magnitude). 

Outcome, P(r)=P(r)-X,Y or Z: the probability that a similar 

response will be emitted In the future 1s decreased by an amount 

X, Y or Z (which a priori must be assumed of unequal magnitude). 

The process Illustrated In figure 5 Is as follows (numbers 

refer to numbers in the figure): 

1. The individual emits a response 

2. The response is tested against the predetermined criteria 

3. I f the response meets the criteria, a stimulus occurs 

meant to be reinforcing 

4. The individual tests whether the stimulus is , in fact, 

reinforcing 

5. I f the individual perceives the stimulus as reinforcing, 

the probability of emitting a similar response in the future is 

increased 

6. I f the individual does not perceive the stimulus as 

reinforcing, a test is then accomplished to determine i f the stimulus 

is in some way punishing 

7. I f the stimulus is perceived as being punishing, the 

probability of a similar response being emitted in the future is 

decreased 

8. I f the stimulus is neither reinforcing or punishing, i f 

i t is not perceived, or i f i t Is perceived as having no relevance to 

the situation, the probability of a similar response is unchanged 

(this series constitutes one possibility) 
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9. Going back to the environment, i f the response does not meet 

the predetermined criteria, a decision Is then made on whether or 

not to punish the individual 

10. I f the decision is to punish, then this consequence Is 

tested by the individual to determine i f , in fact, i t is perceived 

as punishing 

11. I f the consequence is perceived as punishing, the probabil

ity of emitting a similar response in the future (as long as the 

punitive measure Is s t i l l present) is decreased 

12. I f the consequence is not perceived as punishing, a test is 

made as to whether the consequence Is in some way reinforcing 

13. I f I t is reinforcing, the probability of a similar response 

is increased 

8. I f i t is neither punishing nor reinforcing, is not per

ceived, or has no relevance as far as the individual is concerned, 

the probability of a similar response remains unchanged (this series 

constitutes a second possibility) 

14. I f the decision on the part of the environmental agency 

is not to punish (the Individual's behavior then being, effectively, 

ignored by the environment), then the individual tests whether this 

consequence (which equates to the lack of a consequence) is , in fact, 

punishing 

15. I f the answer is "yes," the probability of a similar 

response is reduced 

16. I f the answer is "no," the individual then determines 

whether the consequence i s , in some way, reinforcing 
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17. If it is reinforcing, the probability of a similar 

response is increased 

8. If it is neither reinforcing nor punishing, is not per

ceived, or is considered irrelevant, the probability of a similar 

response remains unchanged (this series constitutes a third possibil

ity) 

Where goal-directed behavior is involved, the probability of 

a response will not remain unchanged when such behavior is allowed to 

occur without the individual perceiving any consequence pursuant to 

his response (we may think of this situation as operant extinction, 

whether it is carried out purposefully or by accident). Thus, the 

paths leading to block 8 [P(r)=P(r)] would appear to be restricted to 

the occurrence of random behavior. 

The important point in this description of a behavior-change 

process is that the reinforcing or punishing properties of any given 

stimulus situation do not lie in the stimulus so much as in the 

individual. It is incumbent upon the designer of any system of 

"rewards and punishments" to consider this fact very carefully. 

Otherwise, as Robert Burns (1786) has put it, "The best laid schemes 

o' mice an' men gang aft a-gley, an lea'e us nought but grief an' 

pain for promis'd joy." 

Schedules of Reinforcement 

The principle of reinforcement has great generality and plays 

a yery important part in the molding of human behavior. An important 

characteristic of much behavior is that a particular response may be 
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repeated in anticipation of reinforcement, once some "schedule" of 

intermittent reinforcement has been experienced. This schedule of 

reinforcement iMy occur by accident and be arranged in a completely 

random fashion; or i t may be designed for a particular purpose, and 

its arrangement may be carefully planned and controlled. 

A schedule of reinforcement is a statement of the contingencies 

on which reinforcement depends. These contingencies are specified 

in terms of the number of responses emitted, on the passage of time, 

or both. Schedules based primarily on the number of responses 

emitted are called "ratio" schedules, while those based primarily 

on the passage of time are called "interval" schedules. Both ratio 

and interval schedules may be fixed or variable. For example, i f 

the schedule is Fixed Ratio 20, then each twentieth response is 

reinforced: reinforcement is contingent upon the emission of twenty 

responses. Under a variable ratio schedule, the nunter of responses 

required for successive reinforcements varies about some mean. 

For example, in a Variable Ratio 20, the following number of 

responses might be required: 5, 10, 30, 25, 35, 15, 20. There are 

certain characteristics of responding on each basic schedule that 

have been obtained for many species of animal, including man. 

In a ratio schedule, the more rapidly the subject responds, 

the sooner he is reinforced. Ratio schedules are, therefore, 

characterized by a high rate of response. In a variable ratio 

schedule, the reinforcement can ostensibly come at any time; and, 

therefore, the high rate of responding is sustained. On the other 

hand, one reinforcement wi l l never follow another on a fixed ratio 
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schedule until the specified number of responses has been emitted. 

Fixed ratio schedules are, therefore, characterized by a high 

rate of responding, with a pause following the reinforcement. 

This post-reinforcement pause increases with the size of the 

ratio. 

Compared to ratio schedules, the overall rate of response 

on interval schedules is low. This follows from the fact that 

interval schedules do not differentially reinforce rapid responding. 

Reinforcement depends on the passage of time and is delivered at 

specified intervals regardless of the rate of responding. Fixed 

interval schedules are characterized by a pause after reinforcement 

and then a gradual increase to a yery high rate at the end of the 

interval. This reflects the fact that the probability of one rein

forcement immediately following another is zero and increases with 

the passage of time. Variable interval schedules produce sustained 

responding at a low rate since, again, reinforcement can come at any 

time. This property of variable schedules in general results in a 

greater resistance to extinction, once responding is allowed to occur 

without reinforcement. The characteristics of the four basic schedules 

of reinforcement are shown in figure 6. 
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Fig. 6. Stylized records of responding under basic schedules 
of reinforcement (from Reese, 1966). 

Shaping 

In cases where a desired behavior is not found to any apprec

iable degree in a subject's normal behavioral repertoire, the process 

of "shaping" can be applied to achieve it. Shaping consists of the 

differential reinforcement of successive approximations to the desired 

behavior. For example, in teaching a young child to talk, his first 

utterances are reinforced rather uncritically. Gradually, we selec

tively reinforce those pronunciations which more closely approximate 

accepted verbalizations. Later, closer and closer approximations are 

required before reinforcement is rendered. This is essentially the 

same technique animal trainers use to teach their subjects new behaviors, 

and it is an important procedure in the development of many athletic 

skills. 

As Reese (1966) pointed out, skillful shaping requires the 

selection of the right responses to reinforce and in knowing how long 
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to reinforce each approximation before moving on. It is important to 

reinforce the desired behavior quickly, before another response 

intervenes and confuses the issue. If done correctly, shaping will 

result not only in the production of more advanced approximations 

to the desired behavior, but in the extinction of the earlier 

approximations. 

Imitation 

Another way that specific behaviors are acquired and developed 

is through imitation and the selective reinforcement of Imitative 

responses. In the example above of teaching a child to talk, in 

addition to reinforcing the child's "spontaneous" vocalizations, the 

parent reinforces the child for "imitating" the parent's language 

vocalizations. This can be done, for example, by holding up an object, 

saying the word for it, and reinforcing the child when he attempts to 

imitate the word sound. Imitation, or modeling, is especially 

effective in the development of motor skills, such as in athletics, 

where a precise verbal description of the desired behavior pattern is 

far more difficult to provide than "showing someone how." The model 

for imitative behavior may be another person--such as a parent, a 

coach, or a fellow worker; or a simulation--e.g., a film or book. 

One of the important variables affecting the degree to which 

a model is imitated is the consequence of the model's behavior. When 

the consequences of the model's behavior are reinforced, that behavior 

is more likely to be imitated than if they are either ignored or 

punished (Bandura, 1965). 
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Applications of Operant Principles 

The principles of operant behavior have been useful in analyz

ing the many and varied aspects of man's everyday act iv i t ies. In a 

study of the determinants of human vigilance, Holland (1958) demon

strated that the observing responses that make detections possible 

follow the principles of operant behavior. Holland's analysis showed 

that detections served as reinforcements for observing responses and, 

further, that the rate of responding varied directly with the 

schedule of reinforcement employed. In an extension of Holland's 

work, the author demonstrated that in a simulated assembly-line 

inspection task, the inspector's observing behavior could be rather 

precisely controlled using operant techniques. Not only did the 

detection of defectives serve as reinforcements for observing behavior, 

the vigilance decrement associated with the inspection task was shown 

to be a function of the differential reinforcement of observing 

responses (Badalamente, 1969). More recently, Adam (1972) and Adam 

and Scott (1971) have applied operant conditioning procedures to the 

problems of quality control, and demonstrated a faci l i tat ive effect 

on inspector performance, and maintenance of higher levels of 

performance over time. 

Operant behavior and reinforcement theory have been the corner

stone of much recent research on the problems of minority subcultures 

(Zigler and de Labry, 1962; Lighthall and Cemius, 1967; Zigler and 

Kanzer, 1962; Wax, 1969; Wolcott, 1967; Clark and Walberg, 1968). 

Havighurst (1970) has written that "the job of educating socially dis

advantaged children would be done much better i f educators understood 
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the nature of rewards and how they function in human learning ..." 

(p. 277). Havighurst has represented a system of rewards and punish

ments which changes its primary focus over time (i.e., it is 

"evolutionary"). The earliest form of reward-punishment in terms of 

operation in human learning is satisfaction or deprivation of 

physiological appetites. Next comes approval-disapproval of others; 

self-rewarding and self-punishing action of the superego; and, fin=<lly, 

rewarding and punishing actions of the ego. Havighurst's conceptualiza

tion of the evolution of the human reward-punishment system is pre

sented in table 2 . These concepts are useful when dealing with sub-

cultural differences, and we will return to them later in the paper. 

In other areas. Hart et al. (1964) demonstrated that certain 

crying in preschool children was operant rather than respondent and, 

therefore, under the control of operant conditioning and extinction 

procedures.* The way normal children leam to talk has been studied 

from the standpoint of operant behavior (Rheingold et al., 1959). 

Operant methods have been used to study hallucinatory behavior in 

psychotics and to control psychotic verbal behavior in chronic 

schizophrenics (Lindsley, 1956, 1960; Ayllon and Haughton, 1964). 

The concept of programmed instruction is a direct application of 

operant technology (see Holland, 1960, and Homme and Glaser, 1959), 

as are "teaching machines" (Holland, 1960). 

*The process was quite simple. After determining the base
line of crying responses, the experimenters ignored the crying (except 
for a glance to determine that the child was not hurt)--i.e., they 
instigated extinction procedures. At the same time, all verbal 
behavior was reinforced with attention. Within five days, crying was 
nearly extinguished. When the experimenters again paid attention to 
crying behavior (i.e., reinforced it), crying was quickly reestablished. 
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These are but a very few examples of the broad range of sub

jects that have been explored and analyzed within the framework of 

operant behavior. They have been cited simply to emphasize the 

tremendous generality and great importance of operant principles. No 

attempt has been made to cite "classic" studies or to present an 

"evolutionary" perspective. The principles presented in this chapter 

underlie many of the concepts which we turn to in the next two chapters 

"Motivation and Attitude" (chap. IV) and "Social Influences" (chap. J), 



CHAPTER IV 

MOTIVATION AND ATTITUDE 

In this chapter, we will maintain the individual as our basic 

unit of analysis, but we shall leave the relatively sterile environs 

of behaviorism and proceed to the broader aspects of motivation and 

attitude contained in cognitive formulations of human behavior, and in 

Hull's (1943) adaptation of the principle of reinforcement as the 

basic core of his drive-reduction theory of motivation. This is not 

to say that we are abandoning the behavioristic viewpoint of chapter 

III but, rather, we are adding another element to it, viz. conscious 

experience. 

We begin the chapter with a review of the broad theories of 

motivation whose primary orientation is eclectic, as exemplified by 

Maslow's views on motivation and personality and his theory of the 

"need hierarchy" (Maslow, 1970). McGregor's (1960) "Theory X - Theory Y" 

and Herzberg's (1959, 1966) "Motivation-Hygiene" theory. We will then 

discuss the "Drive X Habit" theory of Hull (1943), the "Expectancy X 

Value" theories of Lewin (1935) and Tolman (1932), the theory of 

"Achievement Motivation" of McClelland and Atkinson (1948), and 

Vroom's (1964) "Instrumentality," or "VIE," theory. We will close this 

review with a discussion of the living organism as a system. The final 

sections of the chapter will deal with attitude and attitude measurement. 

52 
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Motivation 

I t is common to employ the term "motivated" or "motivation" in 

attempting to account for the selection, intensity, and persistence 

of human behavior. Thus, for example, the young executive who spends 

twelve hours a dâ y, six dê s a week working at his desk Is said to be 

"highly motivated." The plant manager who promises his men a bonus 

i f they meet the increased production quota is attempting to "improve 

their motivation." And when production quotas are not met, when 

slow-downs are encountered, and when absenteeism and turnover are on 

the rise, the perplexed manager is apt to ask, "How do you motivate 

people?" 

Just what is "motivation"? What does i t mean to "be motivated"? 

How does one "become motivated"? According to Abraham Maslow (1970), 

"motivation is constant, never-ending, fluctuating and complex and 

. . . an almost universal characteristic of practically eyery organis

mic state of affairs." For Maslow, the human being is motivated by 

nature. He is not "turned on and off" by arranged contingencies in 

his environment, but is always "turned on" in some sense by a whole 

array of unsatisfied needs, drives, wants and desires. This is quite 

an important concept, for i t puts into clear perspective the problem 

of trying to deal with motivation as a unidimensional intervening 

variable when, in fact, i t represents a whole complex of ideas, needs, 

wants, feelings, and all the presumed conscious and unconscious 

antecedents of behavior. 

In their book. Psychology and Human Performance, Gagne and 

Fleishman (1959) state that "motivation . . . arises from the tendency 
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of living systems to maintain constant states of equilibrium in 

bodily processes." Further, the term "motivation" refers to 

"behavior that is instigated by some kind of disequilibrium or deficit 

within the Individual and Is directed toward goals that can restore 

the equilibrium (or reduce the deficit) ." The authors present a model, 

reproduced here as figure 7 , which represents motivation as a 

sequence of events having three stages: (1) the need, (2) the 

energized behavior resulting from the need, and (3) the incentive (or 

goal) which satisfies the need and brings the activity to a halt. 

Deficit! Drive to Goal-Directed iRpdurld 
. VNEED Â -̂iw-î -ŵ  BEHAVIOR R^U,,„. ^ • GOAL '{̂ ^̂ i'Ĵ T? . 

Disequi-P^^^ Activity Behavior (incentive)]^^^!^,^^^^;" 
libriumj '(Established 

Fig. 7. Motivation as a sequence of events (from Gagne 
and Fleishman, 1959). 

In Maslow's view, "deficit/disequilibrium motivation" is only 

one facet of the problem. In fact, one may gather from Maslow's model 

that the very process whereby one state of deprivation is reversed is , 

at the same time, the catalyst for the emergence of another, "higher 

level" deprived state. 

The Need Hierarchy 

According to Maslow, man's needs or wants appear to be 

arranged in some sort of "hierarchy of prepotency," with physiological 
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needs at the lower hierarchical level and ego needs at the upper 

levels. Maslow fel t that there are certain fundamental or basic 

human desires common across all cultures. However, he viewed conscious 

desires as different, because different cultures provided different 

means of satisfying the same needs. Also, the human being yearns 

consciously for that which might, in his eyes, conceivably be attained. 

This is a crucial concept in understanding the differences In "motivd-

tion" between various classes within our own population and between 

i t and other less developed countries and cultures. 

I t was Maslow's view that "the probability of any one desire 

emerging into consciousness depends on the state of satisfaction or 

dissatisfaction of other prepotent desires." Thus, Maslow stated that 

"sound motivational theory" should be constructed on "fundamental" 

needs, rather than "atomistic l ists." 

The fundamental needs, according to Maslow, are shown in 

figure 8 , arranged in a hierarchy according to how Maslow judged 

their "prepotency"--that is , needs of the first priority are placed 

at the base of the pyramid. These are physiological needs (e.g., food, 

water, clothing and shelter). Other fundamental needs follow up the 

pyramid in order of their priority, or prepotency. 
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SELF-
ACTUALIZATION 

ESTEEM 
NEEDS 

BEL0N6IN6NESS AND 
LOVE NEEDS 

SAFETY 
NEEDS 

PHYSIOLOGICAL 
NEEDS 

Fig. 8. Maslow's Hierarchy of Needs; 

The extremely deprived human being, l iv ing under the most 

primitive circumstances, is l i ke ly to be motivated primarily by 

physiological needs. These needs are direct ly related to survival , 

and survival is the f i r s t "order of business" for any non-pathologic 

organism. Thus, physiological needs are the most "prepotent" of a l l 

needs. One of the main functions of social izat ion and culture is to 

enhance the probabil i ty that these v i ta l needs w i l l be provided for . 

As man becomes consistently able to satisfy his physiological 

needs, his "safety" needs begin to preoccupy him. These are needs 

associated with man's desire for a safe, orderly, predictable, lawful , 

organized world--one in which man has some sense of security regard

ing his continued capabil i ty to provide for his physiological needs. 
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As both physiological and safety needs are relatively well-

satlsfied, and consistently so, man's needs for affection, love, and 

belonglngness will emerge—and so on, up the ladder of needs. Accord

ing to Maslow, the higher the need, the less Imperative I t Is for 

sheer survival, the longer gratification can be postponed, and the 

easier i t is for the need to disappear permanently. Higher needs 

appear to be less urgent subjectively, as well. However, Maslow con

tended that gratification of higher level needs produced more profojr.d 

results ( I . e . , greater happiness, serenity, and a "richness of the 

inner l i fe" ) . 

Maslow considered pursuit and gratification of higher level 

needs to represent a general healthward trend, "a trend away from 

psychopathology." However, the higher need has more preconditions 

and requires better "outside conditions" to make gratification possi

ble. Nevertheless, the pursuit and the gratification of higher needs 

has desirable civic and social consequences and leads to "greater, 

stronger, and truer individualism." I t i s , thus, something to strive 

for, regardless of the difficulties that may be encountered. 

Esteem needs and need for "self-actualization" were considered 

by Maslow to occupy the highest level in the hierarchy. Maslow con

tended that all non-pathologic human beings in our society have a 

need for self-respect and self-esteem and for the esteem of others. 

People have a desire for strength and achievement, adequacy, competence 

and mastery, confidence in the face of the world, and for independence 

and freedom. They desire a certain measure of reputation and prestige, 

status, fame and glory, and so on. Satisfaction of these needs leads 
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to feelings of self-confidence, worth, and usefulness. Denial, on 

the other hand, produces feelings of inferiority, weakness, helpless

ness, and In turn, discouragement, depression, and/or compensatory 

neurotic tendencies. 

At the pinnacle of the pyramid we find self-actualization. 

According to Maslow,the need for self-actualization is akin to the 

need for self-fulfillment. I t is a desire on the part of man to be 

everything he is capable of, to realize his full potential. People 

who are largely preoccupied by the pursuit and gratification of these 

needs are not dependent for their main satisfaction on extrinsic 

factors in their environment, but are rather supported in their striv

ings from within themselves. According to Maslow, i t may be said of 

people at this level that "their actions and creations are in a yery 

high degree spontaneous, guileless, open, self-disclosing, unedited, 

and therefore, expressive." Maslow contends that such people are 

"growth-motivated," rather than "deficiency-motivated." Therefore, 

he suggests we must construct a "profoundly different psychology of 

motivation" for these kinds of people. 

I t is important to recognize that in Maslow's need hierarchy 

the various levels are in no way mutually exclusive. Every single 

member of society is to some degree concerned with physiological and 

safety needs. Most are also concerned with belonglngness, love, and 

esteem needs. A few are concerned primarily with self-actualizing 

needs. But, as Maslow points out, "most members of our society who 

are normal are partially satisfied in all their basic needs at the 

same time." Therefore, the need hierarchy should be thought of in 
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terms of decreasing percentages of satisfaction as we go up the 

pyramid ( f ig. 9), 

Maslow's analyses and concepts on human motivation have 

gained considerable attention in the literature, and mention of Maslow 

is likely to be found in most corrprehensive treatments of contemporary 

management philosophy. Douglas McGregor and Frederick Herzberg can be 

credited to a large degree with popularizing Maslow's views. 

Theory X - Theory Y 

Few organizational theorists are unfamiliar with McGregor's 

(1960) "Theory X - Theory Y" concerning the management of human 

resources. McGregor proposed that there were two extreme positions 

along a continuum of management approaches. The conventional, or 

"Theory X" approach was based on certain implicit assumptions about 

the nature of man, to wit: he is indolent and works as l i t t l e as 

possible; he lacks ambition, dislikes responsibility, and prefers to 

be led; he is inherently self-centered and, thus, indifferent to 

organizational needs; he is naturally resistant to change; he is 

gullible, not yery bright, and the ready dupe of the charlatan or 

demagogue. Given these assumptions, the Theory X approach to manage

ment consists of a very highly centralized, authoritarian process of 

direction and control, through persuasion, rewards, threats, punish

ment, and various means of "motivating" workers to direct their 

behavior toward the accomplishment of organizational objectives. 

On the other end of the continuum we have the "Theory Y" 

approach. For the sake of brevity, we can say that the assumptions 
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RDER OF PERCENT OF 
SATISFACTION, 

LEAST TO 
MOST 

Fig. 9. The need hierarchy, another view 
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about "the nature of man" posited under the Theory X approach are 

nullified under Theory Y. The reason for this is not that McGregor 

claims people are not Indolent, or not resistant to change, etc., but, 

rather, that they are not by nature these things. Thus: 

This behavior is not a consequence of man's inherent nature--
i t is a consequence rather of the nature of industrial 
organizations, of management philosophy, policy, and 
practice--the conventional approach of Theory X is based on 
mistaken notions of what is cause and what is effect. 

McGregor contends that the average human being does not inherently als-

like work: "Depending upon controllable conditions, work may be a 

source of satisfaction (and will be voluntarily performed) or a source 

of punishment (and will be avoided i f possible)." McGregor believed 

that "man will exercise self-direction and control in the service of 

objectives to which he is committed." Under proper conditions, the 

average human being learns "not only to accept, but to seek responsi

bility." The avoidance of responsibility, a lack of ambition, and an 

unnatural concern with security are generally consequences of exper

ience, not inherent human characteristics. 

Based on these counter-assumptions, then, one can imagine 

that the Theory Y approach to management reverses many of the Theory X 

propositions. There is generally more decentralization of authority, 

less directive-type supervision, and a focus by management on 

arranging organizational conditions and methods of operation so that 

people can achieve their own goals best by directing their efforts 

toward organizational objectives. 

McGregor's Theory Y views closely parallel many of Maslow's 

observations on human motivation. Like Maslow, McGregor rejects the 
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notion that Instincts or inherent characteristics play any significant 

part in man's reaction to his social or work environment. On 

motivation, McGregor stated: 

Strictly speaking, the answer to the question managers so 
often ask of behavioral scientists—"how do you motivate 
people?"—Is, "you don't." Man is , by nature, motivated. 
He is an "organic" system, not a mechanical one . . . we 
do not motivate him, because he is motivated. When he is 
not, he is dead. 

McGregor felt that i t was management's task to create a work environ

ment such that man's naturally occurring forms of motivated behavior, 

consistent with both his goals and the goals of the organization, 

could be released. McGregor, adopting Maslow's concepts of the 

hierarchy of needs, believed that once man's physiological and safety 

needs were fairly well provided for, he would seek to satisfy higher 

level needs; and "the fact that management has provided for these 

physiological and safety needs has shifted the motivational emphasis 

to the social and, perhaps to the egoistic, needs." He continues, 

"Unless there are opportunities at work to satisfy these higher level 

needs, people will be deprived; and their behavior will reflect this 

deprivation." Thus, according to McGregor, the conventional ways of 

managing people must be reevaluated: "The carrot and stick theory of 

motivation which goes along with Theory X works reasonably well under 

certain circumstances," but not at all "once man has reached an 

adequate subsistence level and is motivated primarily by higher needs." 

Further, an approach to managing people which depends on extrinsic 

rewards and punishments bases its effectiveness necessarily on two 

factors: (1) the degree to which management "controls" the mechanisms 
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for distributing rewards and punishments, and (2) the degree to 

which workers perceive the rewards as actually reinforcing and the 

punishments as aversive. I f management provides only for Maslow's 

so-called physiological and safety needs—as they do under Theory X--

then the approach is effective "only under conditions where actual 

subsistence is at issue; otherwise, the approach is at best ineffective 

and at worst completely counterproductive." 

The Dual-Factor/Motivation-Hygiene Theory 

Frederick Herzberg (1959, 1966) is well known for his Dual-

Factor, or Motivation-Hygiene Theory relating job satisfaction/ 

dissatisfaction to various factors in the organizational climate. 

According to this theory, there are two sets of factors operating in 

the work environment which affect worker job attitude. One set of 

factors, termed the "motivators" by Herzberg, affects job satisfaction. 

The other set, termed "hygiene" factors, affects job dissatisfaction. 

According to Herzberg, these sets of factors are "separate and dis

tinct." 

Herzberg's theory stems from his belief that man has two 

fundamental sets of needs: his needs as an animal to avoid pain, 

and his needs as a human to "grow psychologically." Avoiding pain is 

interpreted broadly to mean the avoidance of both physically harmful 

events and the avoidance of states of deprivation—such as hunger, 

thirst, and exposure to cold--or deprivation of shelter. As such, 

they are yery similar to Maslow's two sets of "most prepotent" needs: 

physiological and safety needs. 
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The need to "grow psychologically" includes: being creative, 

maintaining individuality, gaining knowledge, understanding, and 

realizing one's full potential. These needs seem to correspond to 

Maslow's "higher level" needs of esteem and self-actualization. 

Herzberg seems to categorize what Maslow has termed "belong

lngness and love" needs into the "avoidance of pain" set of needs, 

in that he postulates that they are "learned" drives directly related 

to primary drives. Thus, he states: 

The condition of the human brain makes i t impossible for 
man to survive at birth without the protection and care 
of others. . . .This means that the satisfaction of all 
primary drives depends on the good will of parents or 
their surrogates. 

Contingencies relating primary drive satisfaction with certain 

attributes of the behavior of others results in a kind of instrumental 

learning, and man ends up with a whole bundle of learned drives, which 

at some point acquire reinforcing value of their own. 

Herzberg's Dual-Factor Theory proposes that some job conditions 

operate primarily to dissatisfy workers when these conditions are 

absent. Their presence, on the other hand, does not operate to 

engender job satisfaction. Herzberg termed these factors "hygiene" 

factors, because they "act in a manner analogous to the principles of 

medical hygiene." Other conditions, i f present, operate to build 

relatively lasting job satisfaction. Their absence, however, does 

not prove highly dissatisfying. Herzberg termed these factors 

"motivators." Herzberg's categorization of hygiene factors and 

motivators, based on several studies (see Herzberg, 1966), is pre

sented in table 3. 
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TABLE 3 

HYGIENE FACTORS AND MOTIVATORS 

Hygiene Factors 

-Company policy & admin. 

-Technical supervision 

-Interpersonal relations with 
supervisor 

-Interpersonal relations with 
subordinates 

-Salary 

-Job security 

-Personal l i fe 

-Work conditions 

-Status 

Motivators 

-Achievement 

-Recognition (for achievement) 

-Advancement 

-Work itself 

-Possibility of growth 

-Responsibility 

The correspondence between Herzberg's theory and Maslow's need 

hierarchy is illustrated in figure 10. Here, the f irst three levels 

of Maslow's need hierarchy cover Herzberg's hygiene factors; the next 

two cover the motivators. 

Self-Actualization 

Esteem 

Social 

Security 

Physiological 

Motivators: 
Growth potential, achievement, 
jnecognition, advancement, 

responsibility, etc. 
Hygiene Factors: 

Interpersonal relations 
Company policy & admin. 

Job security, work 
spnditions, salary 

etc. 

Fig. 10. A comparison of the Maslow and Herzberg theories 
(from Donnelly et a l . , 1971). 
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The works of Maslow, McGregor, and Herzberg constitute a 

theoretical framework for viewing human motivat1on--1n general, as 

far as Maslow is concerned, and in relation to the work environment, 

as far as McGregor and Herzberg are concerned. Although the views of 

these individuals are appealing logically and, perhaps, moralistically, 

they are not fact, but rather speculation. There is no empirical 

evidence to support Maslow's postulated hierarchy of needs (Birch 

and Veroff, 1966), nor even their "fundamental" nature. Hall and 

Nougaim (1968) have examined Maslow's need hierarchy in an organiza

tional setting and discovered "no strong evidence for either Maslow's 

hierarchy or a revised two-level hierarchy. . . . " The two-level 

hierarchy was considered by the authors to correspond to Herzberg's 

conception of "hygiene factors" and "motivators." 

An interesting aspect of the Hall-Nougaim study is their 

speculation regarding the issue of the time interval over which Maslow 

viewed changes in need levels occurring. For example, changes could 

occur over a fair ly long period of time—childhood to young adult--or 

be situational ( i . e . , a person may become immediately concerned with 

higher order needs when, in a given interaction, he perceives the 

lower need as satisfied). In a "personal communication" with Maslow, 

the authors state that Maslow indicated he conceived of a long time 

period between the emergence of the various need levels. Thus, safety 

needs are salient and satisfied during childhood ( i f the child is 

fortunate), the a f f i l ia t ion needs during adolescence, and the esteem 

needs during early adulthood. "Only as a person nears his 50s, 

generally, wi l l the self-actualization needs become strongly salient" 
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(Hall and Nougaim, i b i d . , p. 32). Notice the similarity here to 

Havighurst's "theory of the evolution of reward-punishment" presented 

in table 2 , page 50 . 

As Hall and Nougaim point out, i f Maslow's view of long-term 

changes is correct, then the negative results of their study would 

be explained, i . e . : 

. . . by studying a group of people, al l at the same 
stage of l i f e (early adulthood), we are taking Individuals 
who are predominantly at the same need level and we are, 
thereby, restricting our variance in need strength and 
satisfaction in al l categories. (Hall and Nougaim, I b i d . , 
p. 32) 

Because of this restricted variance, the correlations found by Hall 

and Nougaim could be "deceivingly low." 

The Hall-Nougaim study did cover a relatively long time 

period (five years). Presuming that the long-term concept of the need 

hierarchy is correct, i ts explanatory and/or predicative validity in 

organizational research and application would require reevaluation. 

In fact, one might conclude that i ts basic u t i l i t y lay in the area of 

personality development and individual differences, rather than the 

dynamics of motivation change in the work environment/organizational 

climate. 

Herzberg's theory, too, has come under rather pointed c r i t i 

cism --notably, in a study by House and Wigdor (1967). They concluded 

(after a quite extensive review of the l i terature) that the Dual-

Factor Theory "is an oversimplification of the relationships between 

motivation and satisfaction, and the sources of job satisfaction and 

dissatisfaction" (p. 136)—a conclusion shared by Dunnette et a l . (1967) 
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Other conclusions posited by House and Wigdor are: 

1. A given job characteristic or factor can cause job 

satisfaction for one person and job dissatisfaction for another, and 

vice versa. According to the studies they reviewed. House and Wigdor 

cite the following variables as partially determining whether a given 

factor will be a source of satisfaction or dissatisfaction: job or 

occupational level, age, sex, formal education, culture, and group 

standing 

2. A given factor can cause job satisfaction and dissatis

faction in the same sample 

3. Intrinsic job factors are more important to both satisfy

ing and dissatisfying job events 

Another Important point taken from Vroom (1966) and reiterated 

by House and Wigdor Is that no verifiable link has been established 

between job satisfaction and motivation. At the time their research 

took place (1967), House and Wigdor state: "There seems to be general 

agreement among most researchers that the effect of satisfaction on 

worker motivation and productivity depends on situational variables yet 

to be explicated by future research" (p. 126). 

Despite the criticisms of Herzberg's theory, and its real 

faults, one must credit this Intelligent and industrious researcher 

with having stimulated a tremendous amount of research dealing with 

the determinants of satisfaction, motivation, and productivity in the 

workplace. Furthermore, applications of Herzberg's recommendations 

for "job enrichment" based upon his theory—for better or for worse-

have met with some success (see, for example, Ford, 1973; Paul et a l . , 
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1969; Herzberg, 1966; Taylor, 1972). More will be said about job 

enrichment and Its applications in a later section of this paper. 

The theories of Maslow, McGregor, and Herzberg, and related 

theories—such as those of Alderfer (1969) and Wolf (1970)—have been 

termed "content" theories because they focus primarily on content 

issues of motivation and satisfaction, while separate, but overlapping, 

orientations are termed "process" theories (Campbell et a l . , 1970) 

because they are mainly concerned with the process of motivation and 

satisfaction. We will now turn to this latter orientation. 

According to Atkinson (1964), "only two different theories of 

motivation . . . have been spelled out with any degree of clarity" 

(p. v i i i ) . These are the "Drive X Habit" theory originated by Hull, 

and the "Expectancy X Value" theory which evolved from the works of 

Lewin and Tolman. 

The Drive X Habit Theory of Motivation 

In his book. Principles of Behavior, Hull (1943) defined two 

symbolic constructs—habit (SHR) and drive (D)--which functioned 

according to the relationship (SHR X D) to produce behavior. The 

presence and strength of drive and habit were inferred from antecedent 

observations of behavior and its consequences. Hull conceived of the 

immediate determinants of action in the form of a mathematical equation: 

SER = f(sHR) X f(D) 

where SER was the symbolic representation of "reaction potential," 
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a measure of the impetus to respond, or motivation.* Hull (1952) 

later revised this formulation to Include amount of incentive (K) 

as a separate motivational variable. The equation thus became: 

sEĵ  = D X K X sHĵ  

Hull originally Identified reinforcement with need reduction— 

that is, he considered any stimulus that acted to reduce or satisfy a 

primary (biological) need as a "primary" reinforcer, and stimuli that 

reduced needs/wants associated with, or through which, primary needs 

were reduced as "secondary" reinforcers. This orientation has been 

termed the "need-reduction hypothesis." Miller and Dollard (1941) 

then identified drive with the strength of any stimulus, rather than 

with biological need, and concluded that the nature of reinforcement 

was reduction of stimulation; a view that Hull later adopted. This 

orientation toward reinforcement has been termed the "drive-reduction 

hypothesis." This hypothesis has also been challenged (see, for 

example. Olds, 1955, and Miller, 1959); and, according to Atkinson 

(1964), the underlying nature of reinforcing affairs is now generally 

considered an open question" (p. 187). 

Many psychologists simply define a reinforcing state of 

affairs empirically as one which increases the probability that a 

response which follows it will occur on a subsequent occasion under the 

*As Atkinson (1964) has pointed out, Hull actually confused the 
issue in his original exposition of a theory of motivation by using 
the terms "drive" and "motivation" interchangeably, even though he 
was, ostensibly, formulating a theory of motivation in which "drive" 
was only one of the explanatory variables (see Atkinson, 1964, p. 163). 
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same or very similar conditions. Thus, according to Skinner (1953), 

. . . i t is not true that reinforcement alwao's reduces 
deprivation. Conditioning may occur before any substantial 
change can take place In the deprivation measured in other 
ways. All we can say Is that the type of event which 
reduces deprivation is also reinforcing (pp. 82-83). 

Skinner goes on to sâ y: 

A biological explanation of reinforcing power is , perhaps, 
as far as we can go in sâ ying why an event is reinforcing. 
Such an explanation is probably of l i t t l e help In a 
functional analysis, for i t does not provide us with any 
way of identifying a reinforcing stimulus, as such, before 
we have tested its reinforcing power upon a given organism. 
We must, therefore, be content with a survey in terms of 
the effects of stimuli upon behavior (p. 84). 

The Expectancy X Value Theory of Motivation 

The Drive X Habit theory of motivation may be thought of as 

behavioristic, and even mechanistic, in viewpoint. The Expectancy X 

Value theory is , on the other hand, primarily cognitive in viewpoint. 

Consider, for example, Hull's original assertion that the antecedent 

requirement for drives in general was a biological need ( i . e . , that 

biological needs are the ultimate catalysts to action). A "habit" was 

then formed, more or less, "automatically" when a given response-

stimulus repertoire resulted in need reduction. Or, paraphrasing 

Hull: Whenever a reaction (R) takes place in temporal contiguity with 

a stimulus (S), and this conjunction is followed closely by the 

diminuation in a need (and the associated diminuation in the drive, 

D, and in the drive stimulus, Sd), there will be an increment in the 

tendency for that stimulus on subsequent occasions to evoke that 

reaction (from Atkinson, 1964, p. 164, based on Hull, 1943, p. 71). 
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Hull (1943) further stated that: 

Physiological conditions of need, through their sensitizing 
action on the neural mediating structures lying between the 
receptor and the effectors (SHR), appear to coiftine with the 
latter to evoke reactions according to a multiplicative 
principle . . . (p. 242). 

This was, of course, the drive by habit, D x H, principle. This is 

not to say that Hull was unaware of the necessity for some explanatory 

variable or concept covering "anticipation" of the consequences, or 

goal, of behavior (what Tolman referred to as "cognitive expectation"). 

Hull had, in fact, discussed this problem and concluded that 

anticipation (he called i t "foresight") functioned through "an internal 

substitute stimulus," which came about through classical conditioning 

(Hull, 1930). The point i s , that Hull was attempting to formulate a 

theory of motivation which was based on the most objective, empirical 

grounds. His natural tendency was, therefore, away from mental istic 

and teleological explanations and toward the essentially mechanistic 

viewpoint represented in S-R behavior theory. 

Both Tolman and Lewin, whose works represent the starting 

point in the evolution of the expectancy X value theory of motivation, 

were as interested as Hull in developing a systematic and workable 

theory of motivation. They simply attacked the problem from a 

different point of view, one which emphasized the whole, rather than 

the sum of its parts, and in doing so, made them (Lewin more than 

Tolman) more Inclined to attempt the construction of hypotheses and 

theory as a framework for empirical research, rather than the reverse, 

^is naturally led to the positing of certain explanatory variables 

which might be Inferred from behavior but were not open to direct 
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observation or measurement. In other words, they were far more 

amenable to the development of constructs to assist In explaining 

molar behavior than was Hull (although he employed them), or is 

Skinner (who seems to feel they are unnecessary) (see Skinner, 1953, 

pp. 28-39). 

Lewin (1935) considered behavior to be a result of the Inter

action between the person (P) and his Immediate psychological environ

ment (E). This viewpoint was expressed by Lewin in the well-known 

equation, B = f(P,E). The function of person and environment is 

equivalent to Lewin's concept of "life space," which refers to the 

totality of coexisting factors influencing the behavior of a person at 

a particular time. Thus, B = f(P,E) = f(Lsp): behavior is a function 

of the l i fe space at a given time. 

Two aspects of Lewin's viewpoint are especially important to 

grasp. First, Lewin stressed that current behavior is influenced by 

current factors in the environment ( i . e . , the determinants of behavior 

at a given time are the properties of the person and his psychological 

environment at that time). Second, when we speak of the environment, 

we are not referring to the environment that we, as an observer/ 

experimenter, perceive, document, measure, and/or quantify. We must 

refer to the environment perceived by the person/subject. I t is his 

psychological environment that influences his behavior, not the 

physical environment. For Lewin, this psychological environment 

included not only what the person might consciously perceive, but also 

other environmental influences that may be outside conscious awareness. 
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Lewin also argued that any description of behavior required 

the specification of direction, for changes in behavior are, in effect, 

movement from one activity to another. Further, this "movement" was 

represented by Lewin as being propelled by a "psychological force," 

with the properties of direction, strength, and point of application. 

Lewin pointed out that under normal circumstances, there are numerous 

psychological forces acting upon the individual at any given time. 

Final behavior is then a function of the "resultant" of these forces. 

Lewin hypothesized two primary factors accounting for these 

forces--"valence" and "psychological distance." The concept of valence 

represented the object/activity's quality of attractiveness or 

repulsiveness to the person. Psychological distance is the distance 

between the person and the "valent region" (i.e., the attractive or 

repulsive object or activity). Thus, according to Lewin, the strength 

of the force is directly proportionate to the valence and inversely 

proportionate to the distance. 

This is expressed in the equation: 

PG = f[ 
Va(G) 

^PG 

where ^PG is the absolute value of the strength, Va(G) is the 

valence of region G, and epg is the psychological distance between 

person (P) and region (G). 
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As pointed out earlier, most normal situations in a person's 

life space consist of numerous forces; and final action is determined 

by their resolution. A quantitative theory of this resolution of 

psychological forces was developed by Cartwrlght and Festinger (1943), 

following work by Escalona (1940), Cartwrlght (1941), and Festinger 

(1942). Building on Lewin's conceptual framework, a new determinant 

was posited, that of "potency." The concept of potency refers to 

perceived probability of success for a given path of action toward 

goal attainment. Represented as Po(G), the potency of a given region 

became another factor in the equation for "effective" psychological 

force, which now becomes: 

Effective Force = F(Vl(GL-MGi) 
®PG 

where 

Va(G) = F(tg,G). 

This last equation represents a complete statement of the 

factors which, according to Lewin and his followers, determine 

effective psychological force in a given situation. According to 

Atkinson (1964), 

This equation tells us that the monetary strength of the 
person's "need" or "intention" (t ), the strength of his 
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"expectancy" (Po), the psychological distance from the 
qoal (epQ), and the perceived character of the goal I tself 
(G) all must be represented as determinants of the 
effective force on the person toward the goal (p. 104). 

Lewin and his followers developed a framework of molar behav

ior enconpasslng a wide spectrum of concepts. Including psychological 

force; psychological distance; valence; topological representations 

of situational contexts within which behavior occurred and could be 

systematically analyzed; force f ield; tension; substitute valence; 

conflict; potency; expectancy; level of aspiration; and, of course, 

the l i fe space. This framework Is far too broad and its concepts too 

complex to go into with justice in this paper. However, our brief 

review is, hopefully, enough to show the general trend of Lewin's 

thought--a trend away from vaguely defined psychological concepts and 

"common-sense" wisdom, and toward conceptual clarity and precise, 

even mathematical, definitions. Lewin's approach emphasized the 

immediacy of behavioral determinants and tended away from the 

"historical" method of analysis, where one attempts to control, or 

obtain, comprehensive knowledge of the sequence of l i fe experiences 

of the organism. This trend continued with the work of Edward C. 

Tolman (1932). 

Like Lewin, Tolman viewed behavior in molar terms, as 

purposive or goal-seeking 1n character, and as occurring within an 

environment requiring description in terms of properties attributed to 

i t by the behaving organism. Tolman held that the animal develops 

"cognitive expections" concerning means-ends relationships as a result 

of its experience. According to Tolman, tr ial and error learning 
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consists of building up di f ferent ia l cognitive expectations, or 

"expectancies." The animal's performance i s , then, a function of 

i ts expectations and the demand for the goal object at the moment. 

Atkinson (1964) has provided a diagram which I l lustrates 

Tolman's concept of "mental processes" as intervening variables between 

observable/measurable antecedent conditions and observable/measurable 

features of molar behavior. This diagram is shown In figure 11. 

Observable 
Antecedents 

1. Environmental 
stimuli 

2. Physiological 
dri ve 

3. Heredity 

4. Previous 
training 

5. Maturity 

Intervening 
Variables 

\ 

Demand for 
Goal 

Expectancy 
of Goal ) 

Observable 
Consequences 

V Selectivity of 
) Performance 
\ Persistence Until 
j Goal 1s Attained 

Fig. 11. Tolman's concept of "mental processes" (from 
Atkinson, 1964, p. 145). 

Here, we see that Tolman envisioned that behavior, as the dependent 

variable, was a function of f ive Independent variables: (1) environ

mental stimuli (and this includes a l l stimuli operating in the " f i e l d " 

at the time); (2) physiological drives (which, Tolman argued, should 

be described in terms of the consummatory behaviors/goals they 

required); (3) heredity; (4) previous t ra in ing; and (5) maturity. 

These variables functioned through^ certain "mental processes," 

represented as intervening variables between antecedents of behavior 

and i ts consequences. Demand for goal, and expectancy of goal, were 



78 

inferred by Tolman from the behaving organisms's selectivity of 

performance in relation to some end and the persistence-until 

character of molar behavior (Atkinson, 1964). 

In summary, both Lewin and Tolman tended to emphasize the 

cognitive aspects of behavior much more so than did (or do) the 

traditional behaviorists. At the same time, they attempted to proceed 

from the vaguely defined concepts of common-sense toward better-defined 

concepts and the development of a more coherent explanatory scheme. 

In this scheme, the processes which take place within the behaving 

organism, occurring between stimulus and response, are given a high 

priority of relevance. 

Achievement Motivation 

In a more limited, but yery important, domain of human 

activities--achievement-or1ented behavior—David McClelland and John 

Atkinson and their co-workers* formulated a theory to account for the 

determinants of the direction, magnitude, and persistence of achievement-

oriented performance. Their theory applies only when an individual 

knows that his performance will be evaluated (by himself or by others) 

in terms of some standard of excellence and that the consequences of 

his actions will be either a favorable evaluation (success) or an 

unfavorable evaluation (failure) (Atkinson, 1964). This theory 

evolved from a study by McClelland and Atkinson (1948) concerning the 

effect of food privation on thematic apperceptive stories (Thematic 

*See Atkinson and McClelland, 1948; McClelland et al., 1953; 
Atkinson, 1958; McClelland, 1961; and Atkinson, 1964. 
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Apperception and the Thematic Apperception Test—TAT--der1ve from 

the work of Henry A. Murray, 1936, In which imaginative stories, 

or fantasies, were elicited from individuals in response to pictures). 

In their study, Atkinson and McClelland compared two groups of 

Navy personnel, one of which had been deprived of food for sixteen 

hours, on stories written In response to pictures. They found that 

the stories of the food-deprived group contained more imagery dealing 

with the instrumental responses of people trying to get food. 

McClelland et al. (1949) next examined the achievement motive using 

much the same procedure. Just as in the hunger study, the groups with 

an experimentally manipulated achievement motive wrote stories with 

different imagery than other groups. As described by Atkinson (1964), 

In comparison with the imaginative stories written in the 
relaxed condition, those written Immediately following 
achievement orientation significantly more often involved 
characters who were concerned over performing some task 
well in relation to an explicitly stated standard of 
excellence (e.g., getting a good grade on a test), or who 
were engaged in performance of some task which is socially 
defined as a unique accomplishment (e.g., an invention), 
or who were involved in pursuit of some long-term goal 
(e.g., a career), the attainment of which would represent 
a substantial accomplishment. In all cases, the characters 
of achievement-oriented stories were concerned about 
"success" in some enterprise. The particular categories 
of imaginative response which significantly differentiated 
relaxed and achievement-oriented conditions in these various 
plots were accepted as symptoms of achievement motivation 
(p. 226). 

The experimenters then went on to obtain a single score for each subject 

under the various experimental conditions by counting the frequency of 

these symptomatic, achievement-related responses in all the stories 

written by the subjects. This overall score for an individual was 
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termed the "need for achievement score," or "n achievement 

score." 

There followed a number of studies testing the general 

hypothesis that persons who obtain high thematic apperceptive n 

achievement scores under neutral conditions are normally more highly 

motivated to achieve than persons who obtain low n achievement scores 

under the same conditions. These studies eventually lead to the 

formulation of an explicit statement of the relationship between the 

"tendency to approach success" (T ) and a multiplicative combination 

of the "motive to achieve" (M ), the "expectancy that performance will 

lead to success" (P^), and the "value of success at that particular 

task" (I^). This relationship is expressed in the equation: 

T^ = M^ X P^ X I^ (Atkinson, 1964). As pointed out by Atkinson (1964), 

the theory is an "extension and elaboration" of the work of Lewin, 

Tolman, and their followers. Atkinson (1964) explained that the 

terms in the equation were an attempt to specify "the nature of the 

interaction implied by Lewin's programmatic equation B = f(P,E)." 

Thus, according to Atkinson, the motive to achieve (M ) was conceived 

as a "relatively general and stable personality disposition (P)," and 

the environmental influence on motivation to achieve at a given task 

(E) was represented as the product of P^ and Ig. 

The general formulation of the achievement motivation-derived 

equation is T^ „ = M^ X E X I , which states that the strength of 
r,g G r,g g 

the tendency to act in a certain way to obtain a particular goal in 
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a particular situation (T ) Is a function of the product of a 
r »g 

relatively non-specific motive (Mp), which is a characteristic of 

personality, the strength of expectancy that the act will be followed 

by a particular consequence (E ), and the incentive value of that 

particular consequence ( L ) . Notice that If Lewin's concept of "valence" 

(see p. 74) is set equal to Mg x I , the result is a valence (or 

value) by expectancy, V X E, formulation. 

Work and Motivation 

Vroom (1964) has developed a conceptual model of motivation 

which has drawn heavily on previous theoretical statements of 

Lewin and Tolman, among others. According to this model, choices by 

persons among alternative courses of action depend on the relative 

strength of forces which, in turn, are equal to the algebraic sum of 

the products of the valence of outcomes and expectancies that the 

outcomes will be attained. 

Vroom's concept of valence refers to the affective orienta

tions toward particular outcomes. An outcome is positively valent 

when a person prefers attaining it to not attaining it; it has zero 

valence when the person is indifferent; and it has negative valence 

when the person prefers not attaining it. Vroom makes a distinction 

between valence as a person's anticipated satisfaction from an outcome, 

and value as the actual satisfaction provided by the outcome. 
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Although some outcomes possess valence on intrinsic merit, 

Vroom suggests that "means acquire valence as a consequence of their 

expected relationship to ends" (p. 16). Vroom terms this relationship 

the outcome's "instrumentality." Thus, the strength of a person's 

desire or aversion for a particular outcome may be based not on its 

intrinsic properties, but on the anticipated satisfaction or dissatis

faction associated with other outcomes to which i t may lead. 

Vroom's concept of expectancy refers to the individual's belief, 

or "subjective probability," that a particular response will be followed 

by a particular outcome. Thus, the strength of expectancies may vary 

from zero (the outcome is certain not to occur) to one (the outcome 

is certain to occur). Expectancy is an action-outcome association, 

whereas instrumentality is an outcome-outcome association. According 

to Vroom, 

The force on a person to perform an act is a monotonically 
increasing function of the algebraic sum of the products of 
the valences of all outcomes and the strength of his 
expectancies that the act will be followed by the attain
ment of these outcomes (p. 18). 

This proposition may be expressed in the equation: 

F = f(rExV) 

where, 

V = f ( £ v x l ) , i .e . , 

the valence is a function of the valences of other outcomes and the 

instrumentality the outcome in question has for the other outcomes. 

Vroom's model is illustrated in figure 12. 
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Valence 
of 

Outcome j 

Expectancy that Act 1 
Will be Followed 

By Outcome j 

Force to" 
Perform 
Act i 

Fig. 12. Vroom's conceptual model of motivation (adapted 
from Vroom, 1964). 

Vroom's theory, variously referred to as the instrumentality 

theory and the VIE (valence-instrumentality-expectancy) theory, repre

sents the first attempt to use cognitively-oriented assumptions as the 

basis for a general theory of work motivation (Lawler and Suttle, 1973). 

A number of researchers, following Vroom's lead, have developed 

variations on the expectancy theory theme of motivation (Lawler and 

Porter, 1967; Graen, 1969; Lawler, 1971). In a recent review of the 

literature. Miner and Dachler (1973) have concluded that "the avail

able evidence, although consistent in some respects, is remarkably weak 

and contradictory in other respects" (p. 381). They go on to say that 

"there is a need for much more research, not only testing the basic 

VIE model, but also testing competing explanations of motivation and 

of satisfaction" (p. 383). 

The subject of motivation centers around the question of why 

people behave as they do. At the beginning of this section, we used 

the terms "selection," "intensity," and "persistence." Let us define 

the problem as follows: 

What is the process, and what are Its mediators, through 

which an organism selects one response over alternative 

responses, regulates the intensity with which the response 

is carried out, and persists in responding? 

Examining this statement of the problem closer, we find that i f 

indeed we are dealing with a "process," then we are dealing with only 
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one element of some presumed system, the others being input, output, 

and (since we're concerned with a "cybernetic" system) feedback and 

control. Now then, is this total system the human organism? I f so, 

what are the boundaries of this sytem? 

The Living Organism as a System 

Our f irst Impulse mâ  be to think of the body shell as the 

human system boundary. This specification is Insufficient. The 

living system boundary is not vlsualizable; I t is an abstraction 

representing the separation of exogenous stimuli, and the impingement 

of those stimuli on sensory receptors. Without further elaboration, 

this definition of the human system boundary circumvents the problem 

of "awareness" of "energy changes" ( i . e . , external stimuli). I f we 

attempt to include the problem of "awareness" in our definition of 

the system boundary, we are faced with an irreconcilable dilemma, for 

we cannot depend upon a voluntary cue from the human subject under 

study to tel l us when he/she is "aware" of an "energy change," 

because obviously the subject, by definition, cannot be objective. 

Secondly, the degree of precision that would be required to determine 

i f an organism were "aware of" an energy change--if such precision were 

technologically possible--would lead us into that domain of atomic 

theory where the usual idealization of a sharp distinction between 

phenomena and their observation breaks down in accordance with the 

Heisenberg Principle of Uncertainty ( i . e . , "the finite magnitude of 

the quantum of action prevents altogether a sharp distinction being 

made between a phenomenon and the agency by which i t is observed" 
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[Bohr, 1961]). This condemns our human system boundary definition 

to an abstraction, not that this is any great problem. We can s t i l l 

use the definition as a basis for defining other system elements. 

Thus, Inputs to the system are defined as exogenous stimuli impinging 

on sensory receptors (Internal stimuli, e.g., glandular secretions, 

are specifically omitted as inputs to this particular system). System 

outputs are defined as exogenous stimuli created by or through the 

system. We may define system behavior as the output, but we must then 

specify that the behavior must be observable/measurable, which amounts 

to much the same thing as the "creation of exogenous stimuli." 

Feedback is defined as the transformation of created exogenous 

stimuli, or a set thereof, into system Inputs. Control is a process 

function specific to feedback characteristics. In other words, con

trol constitutes some process modification brought about as a result 

of the information acquired through feedback. 

The process i tself , then, is simply some function that 

transforms inputs into outputs; or, i t is a function which, given 

system inputs, determines the system's future course of action. 

Our overall system definition Is as follows: 

A system may be defined as a set of interrelated 

elements seeking a common goal by operating on 

information and/or energy, and/or matter, in a 

time reference, to yield Information, and/or 

energy, and/or matter. 



The simple system diagram is shown in figure 13. 
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INPUT -̂ PROCESS 

CONTROL 

-> 
OUTPUT 

FEEDBACKV 

Fig. 13. System diagram 

Systems are classified as "living systems" based on certain 

aspects of their behavior. The "chicken or the egg" paradox is 

evident in the question, "Are systems alive because they behave, or 

do they behave because they are alive?" The apparent paradox is 

resolved by pointing out that there is no dichotoniy. A system is a 

"living system" by definition, because i t behaves; and i f at some 

future time we observe the system as "living," we must conclude i t has 

continued to behave. Further, we must conclude by our own definition 

that the system's behavior is aimed, ultimately, at staying alive. 

Thus, the "common goal" of the "Interrelated elements" of a living 

system is survival (assuming the organism is non-pathologic).* 

*Alfred Kuhn (1963) puts the argument rather succinctly: 
"Since the motive system of man must Itself be presumed to 
have been selected by evolution, and the cybernetic control 
of evolution is survival, then the motive system of man must 
in turn, be presumed to be geared for survival. More 
explicitly, the survival of an individual to the age of 
procreation depends not only on his biological trai ts, but 
also on his behavior. Any individual whose motive system 
reinforces such behavior as eating stones or inhaling 
water 1s unlikely to survive to become a parent. The 
evolutionary process must similarly eliminate behavior 
which is inimical to survival." 
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I f our question, then, 1s, Why does the organism behave, 

for what reason does I t act, or what 1s its motive in acting? the 

answer is , its ultimate motive for behavior is survival. 

The "content" question of motivation is , thus, immediately 

resolved—for what l i t t l e good I t does us: the prerequisite motive 

for all living systems behavior is survival. Naturally, the question 

and its answer are simplistic. I t is of l i t t l e consolation and, 

more importantly, of l i t t l e value for the commander of an aircraft 

carrier to be told by the ship's doctor/psychologist that Seaman 

Doe, John D. threw a wrench in the ship's turbine engine because he 

wants to survive! 

So, we no longer ask what causes the organism to act, or what 

the "motive force" of living systems is , or even what the "generalized 

drive" of human beings is. Instead, we are interested in what causes 

the organism to act in certain ways and not others ( i . e , the question 

of selection, intensity and persistence). 

The content question of motivation remains important because, 

even though every action of the (nonpathologic) organism can 

theoretically be traced to the organism's survival motive, the 

ubiquitous process of socialization/culturalization so confounds the 

issue as to make this result of only philosophic worth. Basically, 

the content Issues of motivation of interest to most social scientists 

and behaviorists are "learned" motives. On the other hand, process 

theorists are interested in how we learn these motives. Both are, 

of course, interested in how the learned motives play in the 

manifestly complex game of l i fe . 
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The goal of the living system is , ultimately, survival. And 

this long-term goal is achieved over time by achieving many short- and 

intermediate-term sub-goals. The living system's behavior, defined 

as the creation of external stimuli, comes about as a result of the 

system's attempt to achieve these sub-goals by operating upon the 

inputs i t is subject to in its current environment. Systems behave 

differently, given the same or similar inputs, because these systems 

are self-regulating and self-adapting (by virtue of their feedback 

capability). Regulation/adaptation occurs as a function of the 

system's history, and its ini t ial "design" characteristics. These 

elements in the system's "life" are seldom, i f ever, identical. 

In the analysis of the living system, direct observation/ 

measurement of the process variables operating to transform inputs 

to outputs is not possible except in the most elementary cases. 

These variables and their nature are thus "inferred" from the input-

output relationship. The great difficulty in this inferential process 

comes about as a result of the vast differences found in systems' 

history and "design" and, in turn, behavior. 

Under strictly controlled laboratory conditions, certain 

input-output relationships have been shown to hold. However, under 

the more complex (normal) conditions found in social interactions, 

these input-output relationships can no longer be predicted with 

certainty. The search for a general explanatory theory for the 

process of transforming system inputs to outputs is s t i l l in progress. 
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lus, the problem of predicting behavior is a "probabilistic" one, 

ither than an "analytic" one.* 

Atti tude 

Like "motivation," attitude is a construct and an intervening 

iriable. I t is something Inferred from patterns of observable 

jhavior, not directly observable I tself . Greenwald (1968) has 

Dmpiled the following definitions of attitude: 

- An attitude is a mental and neural state of readiness, 
organized through experience, exerting a directive or 
dynamic influence upon the individual's response to 
all objects and situations with which i t is related. 
(Allport, 1935) 

" . . . an attitude is a predisposition to experience, 
to be motivated by, and to act toward, a class of 
objects in a predictable manner. (Smith, Bruner 
and White, 1956) 

- [Attitudes] are predispositions to respond, but are 
distinguished from other such states of readiness 
in that they predispose toward an evaluative 
response. (Osgood, Suci, and Tannebaum, 1957) 

- . . . attitudes [are] enduring systems of positive 
or negative evaluations, emotional feelings, and pro 
or con action tendencies with respect to social 
objects. (Krech, Crutchfield, and Balachey, 1962) 

- Attitude is the affect for or against a psychological 
object. (Thurstone, 1931) 

Attitude is . . .an implicit, drive-producing 
response considered socially significant in th 
individual's society. (Doob, 1947) 

*That is , through repeated observations of a system's respond-
)g under certain circumstances, we can determine the frequency of 
iven responses and from this the probability of similar responses 
\ the future under the same or similar circumstances. 
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I t is apparent from these definitions, which are representative of the 

overall viewpoint In attitude theory, that the concepts underlying 

attitude as a hypothetical construct are essentially the same as 

those Involved in the study of motivation. As Staats (1968) has 

stated, ". . . the study of attitudes--formation, change, and 

function—in its broad context is the stuĉ y of human motivation" 

(p. 37). I f one were to make a distinction between the concepts of 

motivation and attitude, i t could yery well be that attitude is a 

relatively stable system of learned motives toward particular environ

mental stimuli. Thus, the concept becomes useful in the atterrpt to 

predict the "selection, persistence, and vigor" of human behavior, 

in that measurable attitudes can be employed in the predictive 

equation. 

We may look at attitude as a personal hypothesis about reality. 

An individual's "attitude inventory" is an n x n array of hypotheses, 

all in various stages of testing, and all having some degree of 

interdependence. Testing an hypothesis involves the accumulation of 

data either supporting or refuting the hypothesis. The strength of 

the hypothesis is a function of the difference between positive 

(supporting) and negative "experience" regarding the hypothesis, 

and of the Immediacy of that experience. The difference between posi

tive and negative experience Is not a simple compilation and algebraic 

summation, but depends on the weighting of the experiences which, in 

turn, depend upon how the experience was obtained. (For example, 

hearsay, newspaper, book, television, lecture, personal observation, 

etc.) Thus, an attitude (A) toward a particular object or activity (o) 
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may be represented as a function of the difference between positive 

experiences of a given mode E (M ) and negative experiences of a given 

mode E«(Mp). and the Immediacy of the experiences (t), or: 

^ = f tEp(Mp).tp - E„(M„).y 

From this equation, we may attribute the following properties 

to attitudes: (1) they are learned (i.e., formed through experience); 

(2) they have a direction, positive or negative, toward or away from 

some object or activity; (3) they Involve an evaluative component (i.e., 

the testing of an hypothesis) and a motivational component (i.e., the 

property of selection and persistence); and, finally, (4) they are 

relatively stable. The greater the mass of accumulated experience 

that has formulated an attitude, the less likely is that attitude to 

change with each new single experience, other things being equal. 

By their very nature, attitudes are not inferred from isolated 

responses but, rather, from response consistencies. According to 

Green (1954), "it is apparent . . . that the concept of attitude 

implies a consistency or predictability of responses . . ." (p. 336). 

This viewpoint constitutes what may be thought of as an operational 

definition of attitude. In other words, it allows us to test the 

existence of, or to measure, attitudes. Since we have equated the 

fundamentals of attitude formation and the study thereof to the study 

of human motivation, our emphasis in this section will be on a review 

of attitude measurement theory and technique. It is this area that 

we feel holds the most promise of utility in work design as far as 

the concept of attitude is concerned. 
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Attitude Measurement 

Kiesler et a l . (1969) distinguish five general categories 

of attitude measures: (1) measures in which Inferences are drawn 

from self-reports of beliefs, behaviors, etc.; (2) measures in which 

inferences are drawn from the observation of ongoing behavior in a 

natural setting; (3) measures in which inferences are drawn from the 

individual's reaction to or interpretation of partially structured 

stimuli; (4) measures in which Inferences are drawn from physiological 

reactions to the attitudinal object or representations of i t ; and 

(5) measures in which inferences are drawn from performance of 

"objective" tasks. 

Of these five categories, the first—self-reports—is by far 

the most widely used. According to Kiesler et a l . , "attitudes are 

almost universally measured by pencil and paper or verbal report 

techniques" (p. 22). Some of the techniques discussed include the 

attitude "scales" of Allport and Hartman (1925), the psychophysical 

model of Thurstone and Chave (1929), the method of summated ratings 

of Likert (1932), the scalogram analysis of Guttman (1950), the 

unfolding technique of Coombs (1964), and the semantic differential 

as described by Osgood et al . (1957) 

Ultimately, a researcher is attempting to predict behavior 

by obtaining a reasonably accurate indication (measure) of a subject's 

attitude. I t must be recognized that the implicit assumptions in this 

attempt are that (1) the technique used to measure attitude is 

measuring attitude and not some other phenomenon and (2) attitudes are 

sufficiently important phenomenological factors so that their effect 
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is not overwhelmed by other factors. Additionally, when using 

self-report to measure attitudes, the assunption is made that the 

attitude expressed under the test circumstances is the same attitude 

that will be manifested in behavior under a natural setting. Also, 

as Edwards (1957) has pointed out. 

One of the major assumptions involved in the construction 
of attitude scales is that there will be differences in 
the belief and disbelief systems of those with favorable 
attitudes toward some psychological object and those with 
unfavorable attitudes (pp. 10-12). 

The development of an attitude scale of the Thurstone type 

involves the following five steps: 

1. Define the attitude to be measured (e.g. , employee's 

overall favorable or unfavorable impression of the organization, 

public's impression of whether most politicians are honest or 

dishonest, etc.) 

2. Write out a large number of statements about the psycholog

ical object ( i . e . , the organization, politicians), expressing a range 

of viewpoints ranging from the extremely unfavorable to the extremely 

favorable, covering all the ground between 

3. Have these statements judged by a large number of people, 

say one hundred, as to their degree of favorableness/unfavorableness 

and have the "judges" place the statements in one of several piles 

(Thurstone and Chave used eleven piles) according to its degree of 

favorableness, with the most favorable going into pile eleven, the 

next most favorable in ten, and so on down to the least favorable 

(niost unfavorable) in pile one 
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4. Compute the "scale value" for each statement. This can 

be done using a simple average (e.g., statement x was accorded five 

U s , fifty 10s, thirty 9s, ten 8s, and five 7s; therefore, its scale 

value is [55+50+270+80+35] * 100 = 9.4), or using other parameters 

(median, mode, variance) 

5. Refine the list of statements, eliminating those that are 

judged irrelevant, ambiguous, or redundant, and recompute scale 

values 

Another method for constructing an attitude scale was 

developed by Likert (1932). In this method, the subjects whose atti

tudes are being tested are asked to indicate their degree of approval 

or disapproval with selected statements regarding the psychological 

object. For example, the statement, "On the whole, most politicians 

are honest and hard-working individuals," would be followed by the 

following choices of response by the subject: (1) strongly agree, 

(2) agree, (3) undecided or no opinion, (4) disagree, (5) strongly 

disagree. The responses may be scored from "1" (strong agreement) 

to "5" (strong disagreement) and a sum obtained for all statements 

regarding the psychological object. This sum is then taken as a 

measure of one's attitude toward the object. This method requires 

an item analysis to demonstrate that all the items measure the same 

attitude. Likert claims this method of attitude measurement 

correlates approximately .80 with the Thurstone method. An example 

of the Likert-type attitude scale is shown in appendix A. 
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Guttman's (1950) scalogram analysis technique of attitude 

measurement consists of monotone-type items ( i . e . , items stated in 

such a wây that a point along some attitude continuum Is described so 

that all individuals who hold less favorable attitudes will respond 

in one direction to the item and all individuals who hold more favor

able attitudes will respond in the other direction). The items are 

arranged in order so that a respondent who answers affirmatively to any 

particular item will also answer affirmatively to all items of lower 

rank order (cumulative scale). Table 4 below illustrates a Guttman-

type scale. 

TABLE 4 

GUTTMAN-TYPE SCALE 

Statement 

I earn more than $200 per week. 

I earn more than $250 per week. 

I earn more than $320 per week. 

I earn more than $370 per week. 

I earn more than $440 per week. 

Yes No 

— 

In the Coombs (1964) unfolding technique, the respondent is 

required to Indicate which, of a series of statements, he feels best 

represents his own position, then the statement next closest, and so 

on, to the statement least representative of his own view. Table 5 

provides an example of such a series of statements. 
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TABLE 5 

COOMBS-TYPE SERIES OF STATEMENTS FOR ATTITUDE SCALING 

Rank Statement 

Wages paid by this company are: 

Lower than most other companies in the 
industry 

About average for the industry 

Probably the highest in the industry 

Probably the lowest in the industry 

Higher than most other companies in the 
industry 

A self-report technique for measuring attitudes, which is not 

dependent upon opinion statements, is Osgood's semantic differential 

(see Osgood et al., 1957). This technique requires the subject to 

give his/her evaluation of the attitude object in terms of a series 

of bipolar adjectives—such as hot-cold, good-bad, valuable-worthless. 

Each pair of adjectives is typically separated by seven intervals, 

and the subject is asked to indicate where along the continuum the 

object lies. Although some of the bipolar adjectives may not appear to 

apply logically to the object in question, most subjects respond stably 

and reliably to the task (McDavid and Harari, 1968). An example of 

the semantic differential technique for "wage" is shown in table 6, with 

a sample response. 
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TABLE 6 

OSGOOD'S SEMANTIC DIFFERENTIAL 

Good 

High 

Weak 

Valuable 

Small 

Fair 

More 

Early 

Light 

Fast 

"WAGE" 

I I I I V/.- i --"^ 

I I "r-
.Jc — I 

• • ' - . : 

• ' - - • - -

I yr' I 

Bad 

Low 

Strong 

Worthless 

Large 

Unfair 

Less 

Late 

Heavy 

Slow 

Finally, in assessing a person's attitude toward a particular 

psychological object, one may simply ask a direct question—what 

Taylor and Parker (1964) call an "attitude report question." "Such a 

question may be defined as one which subsumes al l other attitude items 

in the same attitude universe" (p. 37). For example, one may ask, 

"How do you feel about the wage system of this company?" rather than 

a series of scale items like those included in table 5. The 

respondent then simply indicates his degree of favorableness/unfavor

ableness on a graphic scale. 
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The techniques discussed so far fal l Into the general category 

of "structured-undisguised" techniques. Structure refers to the 

extent to which the devices used to precipitate responding behavior 

limit the kinds of behavior that ma\y occur. Probably the most 

unstructured self-report technique is free association. In contrast, 

among the most highly structured are attitude scales, such as Guttman's, 

that restrict the subject's response to "yes" or "no" on specific 

items. Disguise refers to the extent to which the researcher's 

procedures conceal from the subject the particular area of self-report 

or behavior in which he is actually interested. Disguised techniques 

are mcst appropriate when the researcher has reason to believe that his 

subjects may be inclined to distort their responses under the influence 

of such factors as social desirability, embarrassment, or desires to 

please the researcher (McDavid and Harari, 1968). Structured-

undisguised techniques represent the most widely used approach to the 

measurement of attitudes. 

Another self-report method of attitude assessment is the 

open-ended interview, considered an unstructured-undisguised tech

nique. Although this technique is straightforward and relatively 

simple, i t has formidable disadvantages, including: (1) they are 

time-consuming; (2) tend to be very subjective; (3) maximize effects 

of psychological set, social desirability, and other confounding 

factors; and (4) are difficult to convert to usable forms of data. 

Table 7 , page 100, adapted from McDavid and Harari (1968), 

presents several examples of techniques for attitude measurement. 

The techniques are grouped according to their classification, as 
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structured-disguised, structured-undisguised, and so on. The pro

jective techniques, such as Rorschach and TAT, are seldom used in 

measuring specific work-related attitudes for a number of reasons, not 

the least of which is the degree of expertise required for Interpreting 

their results. The structured-disguised techniques, such as the error-

choice technique (Hammond, 1948) and the Syllogistic Reasoning tech

nique (Thistlethwaite, 1950), are contrived methods of assessing atti

tudes developed by combining camouflage procedures with high degrees of 

structure which limit the Individual's judgmental responses. The 

error-choice technique, for example, is presented to the subject as a 

"test of general knowledge," In fact, it presents the subject with a 

question and a choice of answers, all of which are wrong. Presumably, 

the choice and direction of wrong answers on a series of questions 

concerning the attitude object would reflect systematic bias in line 

with the subject's attitudes toward the object. The syllogistic 

reasoning technique is similar in that it provides a series of 

syllogisms which the subject is required to examine for logic flaws. 

It is assumed that any tendency to overlook faults in reasoning where 

they do occur, or to report faults where they do not occur, will be 

systematically determined by the subject's underlying attitude about 

the issues with which the syllogisms deal (McDavid and Harari, 1968). 

Although these techniques may be helpful in collecting data about 

attitudes on sensitive issues, they are not widely used in industry 

where they might yery well meet with protest and rejection. 

Finally, the sentence completion technique (SCT) presents 

partial sentences to the subject, who is asked to complete them. 
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TABLE 7 

EXAMPLES OF SELF-REPORT TECHNIQUES FOR ATTITUDE MEASUREMENT 

DISGUISED 

UNDISGUISED 

Structured 

Error Choice Technique 
(Hammond, 1948) 

Syllogistic Reasoning 
(Thistlethwalt, 1950) 

Method of Equal Appear
ing Intervals 
(Thurstone & Chave, 
1929) 

Method of Summated 
Ratings (Likert, 
1932) 

Scalogram Analysis 
(Guttman, 1950) 

Unfolding Techniques 
(Coombs, 1964) 

Semantic Differential 
(Osgood et a l . , 1957) 

Unstructured 

Projective Techniques 
Draw-a-Person Test 
(Machover, 1949) 

Rorschach Inkblot Test 
(Rorschach, 1942) 

Thematic Apperception 
Test (Murray, 1936) 

Open-End Interviews 

Sentence Completion 
Technique 

i 

i 

1 

SOURCE: Adapted from McDavid and Harari (1968) 
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Examples of partial sentences might be: "The accident prevention 

program in this company Is . . . , " The wage Incentive system in this 

company is . . ." The sentence completion technique has been used 

to assess a variety of attitudes. Including attitudes toward Negroes 

(Brown, 1950), old people (Golde and Kogan, 1959), school l i fe 

(Costin and Eiserer, 1949), peers and parents (Harris and Tseng, 

1957), career choice (Getzels and Jackson, 1960), mental hospitals 

(Souelem, 1955), and attitudinal change (Lindgren, 1954). 

Although there are a number of methods of scoring SCT results, 

none enjoy universal acceptance. Most methods applicable to attitude 

assessment may be considered semi-objective, at best. Perhaps the 

most carefully developed test based upon sentence completion tech

niques is the Rotter Incomplete Sentences Blank (ISB) (Rotter and 

Willerman, 1947). An excellent review of SCT by Philip A. Goldberg 

is contained in the Handbook of Projective Techniques, edited by 

Bernard I. Murstein (1965). 

According to Kiesler et a l . (1969), "In sharp contrast to the 

highly sophisticated methodological work on attitude scaling from 

self-report, behavioral measures of attitude remain relatively crude" 

(p. 17). In other words, the observation of overt behavior in a 

natural setting from which inferences are drawn regarding attitudes is 

not a well-developed methodology. I t is undeniably, however, a very 

common "non-scientific" technique of attitude assessment employed by 

the layman in psychology. For example, a worker who is often late, 

absent, does poor quality work, and is relatively unproductive, is 

likely to be categorized as having a "bad attitude." We have grave 
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problems with circularity here, for we charge the worker's behavioral 

deficiencies off to his "bad attitude" and define his "bad attitude" 

in terms of his behavioral deficiencies. The problem of circularity 

is not confined to the layman, unfortunately; and aspects of i t are to 

be found in the self-report techniques of attitude assessment, as well. 

The idea of "role playing" has recently evolved as a means 

of attitude assessment (this falls under the third category of 

attitude measure—i . e . , partially structured stimuli). Role playing 

involves the display of behavior patterns believed to be consistent 

with, or defined as being consistent with, the personality or 

character of an individual, or type/class of individual, being 

portrayed. Just as an actor plays a role, the subject is asked to 

play a role; i t may be one defined for him, or i t may be one left up 

to him to define, or he may simply be instructed to "be himself." 

The role playing usually takes place in some sort of structured 

setting and is often videotaped for future evaluation and perhaps 

therapeutic use. I t is common to find role playing combined with some 

form of small group training/discussion, such as T-group or 

Sensitivity Training. An area where these techniques are finding 

increasing use is police training (see Badalamente et a l . , 1973). 

Here, the primary concern is with attitude change. The implication 

is, however, that a criterion is established and the attitude must be 

assessed relative to the criterion before change is anticipated or 

accomplished. 
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Summary 

In this chapter, we have discussed the concepts of motivation 

and attitude, reviewing the "content" theories of Maslow, McGregor, 

and Herzberg and the "process" theories of Lewin, Tolman, Hull, 

Atkinson and McClelland, and Vroom. In both cases, we have started 

with a general treatment and proceeded to a more specific discussion 

of motivational determinants in the work place (McGregor, Herzberg, 

Vroom). At the risk of being redundant, we should emphasize that this 

review of motivation and attitude is by no means comprehensive. It 

simply serves to demonstrate the concepts in the areas and provide, 

hopefully, sufficient background for us to develop a framework for 

incorporating social psychological factors in work design. 

It may be useful at this point to emphasize certain things 

we have covered in this and the immediately preceding chapter on the 

determinants of behavior. First, the manifestations of operant 

behavior discussed earlier, such as the fact that a given response 

will increase in frequency in the future if it is followed by a rein

forcing consequence, are directly open to observation and measurement; 

while the concepts of motivation and/or attitude are not. They are 

constructs—inferred from behavior--and not amenable to direct 

observation or measurement. Second, operant principles are "functional"; 

they may be employed directly, with directly measurable results. On 

the other hand, concepts of motivation and attitude are more theoretical 

and do not present us with a "blueprint for action," so to speak. 

Third, the problem of motivation is one of accounting for the selection. 
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intensity, and persistence of behavior. Behaviorism's concepts of 

motivation are largely governed by the principle of reinforcement. 

The prime assumption here is that behavior is purposeful (goal-

directed); no other assumptions need be made about "Internal 

energy sources," or "intervening variables." In cognitive theory, 

conscious experience occupies a position of central importance. 

External stimuli are important only as they are represented In the 

"subject's" experience, and not necessarily as the "experimenter" 

perceives them. Any attempt to effect molar behavior in a natural 

setting requires elements of both approaches. Finally, there is a 

natural progression from the molecular elements of behaviorism to the 

molar scope of cognition. It is an extension of this progression 

that we must seek to employ in the development of a framework for 

incorporating social psychological factors in work design. Thus, we 

must stipulate (1) the environmental conditions operative, (2) the 

applicable behavioral correlates, and (3) the necessary assumptions 

concerning conscious experience. We will be assisted in this effort 

if we understand something more about "social influences" on behavior. 

This will be the topic of discussion in the following chapter. But 

before we leave the subject of motivation and attitude, it would be 

instructive to comment on the relationship between job satisfaction, 

motivation, and productivity which is often found implied in the 

literature on managing "human resources" and which we touched on 

briefly in discussing the criticisms of Herzberg's Dual-Factor Theory 

(pp. 63-65). 
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For the sake of argument, let us define productivity as an 

Individual's output (of work units) per hour, averaged over an eight-

hour day. This criterion of behavior is directly measurable. Now, 

consider what determines whether the worker will select the necessary 

psycho-motor responses to produce the work unit, emit these responses 

intensely enough to match the criterion of productivity required, and 

persist in this manner of behavior over the required period of 

time (i.e., whether he will be "motivated" to meet the standard of 

productivity). Is It job satisfaction? If we were to hypothesize 

that, indeed, job satisfaction is a determinant of productivity, it 

would be necessary to seek an operational definition of job satisfac

tion in order to manipulate this independent variable and test our 

hypothesis. What is the definition we seek? In the answer to this 

question lies the answer to our larger issue. For we must admit that 

job satisfaction is but a term used to designate a global state of 

the employee which can only be inferred from the employee's behavior— 

e.g., through self-report (an "attitude survey"), or the observation 

of overt behavior. In either case, we must specify exactly those 

responses which will be used as measures of job satisfaction. Once we 

do this, it is not job satisfaction that is our independent variable 

but, rather, the responses themselves. Such an exercise is futile.* 

*Suppose we simply put the question to our subjects: "Are you 
satisfied with your job?" The response required to meet our criterion 
of job satisfaction is the subject's answer of "yes." Now, the first 
problem here is that you must still infer from the subject's response 
that he is, indeed, satisfied with his job--you have in no way tested 
his satisfaction directly. His response may be under the control 
of other stimuli in his "immediate psychological environment" and not 
the stimuli which consist of your question and its context. Second, 
the subject's understanding of what job satisfaction is and your 
meaning of job satisfaction may be at variance. You may consider a 
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Depending on the arbitrariness of our selection of response variables 

(behaviors), this approach will suffer various degrees of circularity. 

At any rate, if job satisfaction has anything to do with motivation 

and productivity, it is in terms of the "quest for" satisfaction 

rather than the "fact of." As Maslow (1970) and McGregor (1960) 

have pointed out, "a satisfied need is not a motivator."* The only 

determinants of behavior (e.g., productivity) at a given time are 

the properties of the person and his psychological environment at 

that time: B = f(P,E) (Lewin, 1935, see pp. 73-76). 

worker who feels that he is putting in a "fair day's work for a fair 
day's pay" as being satisfied, while the worker may feel satisfied 
because he can loaf and still get paid. Without belaboring the point 
any further, it is obvious that any correlation found between such a 
response and productivity would be fortuitous. The same reasoning 
will apply to any series of questions devised as a representation of 
job satisfaction; each question presents its own dilemma. 

*An extensive review of the literature up to 1955 by Brayfield 
and Crockett (1955) concluded with the finding that no consistent 
relationship between job satisfaction and productivity had been 
demonstrated. A later review by Vroom (1964) further supports this 
research outcome (and, incidentally, presents some evidence that job 
satisfaction is negatively related to absenteeism and turnover). 



CHAPTER V 

SOCIAL INFLUENCES 

We are in the very midst of life and are dominated by 
the logic of communal existence. . . . There is no 
human being who is capable of actually breaking off 
his social feeling in its entirety. 

Alfred Adler, 1927 

In previous chapters, we have studied the behavioral determin-

nants of the human being—employing the individual as our basic unit 

of analysis—and confining ourselves, for the most part, to an 

"asocial" orientation. That is, we have looked at the individual (and 

his behavior) as if he existed in a social vacuum. In fact, individ

uals simply do not exist outside of participation in social systems, 

if only by virtue of the nature of their birth. It has been useful to 

study the basic processes that occur in the human organism--the develop

ment of personality, learning, perception, and motivation. They must 

be understood in order to understand the means by which the individual 

functions in a social context. Now, we turn to this social context, 

still maintaining the individual as a basic unit of analysis but focus

ing on his experience and behavior in relation to other individuals, 

groups, and society as a whole. In effect, we are leaving the domain 

of "psychology" and entering that of "social psychology." 

Although we have maintained an eclectic approach for the most 

part, it will be noted that there has been an attempt to carry over the 
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lawful relationships underlying operant behavior and apply them to the 

study of social influences, while limiting our reliance on constructs, 

such as "attitude," as much as possible. This bias, if it can be 

called that, results from the fact that most of our options, as far as 

behavior change is concerned, lie with the former agents rather than 

the latter. This follows from our previous statement concerning the 

"functional properties" of operant principles (chap. IV, p. 103). 

A good deal of this chapter has been devoted to the subject 

of leadership because of its importance in the realm of management. 

Another important area from the standpoint of management is communica

tion. Our treatment here is limited to its function in group structure. 

Later in the paper, we will consider it in relation to certain of the 

behavioral science strategies under study. Other subjects to be 

discussed in this chapter are Affiliation and Interaction, Social 

Reinforcement, Role Settings, Power, Cohesiveness, Group Structure, 

Group Goals, Norms, and lastly. Cooperation and Competition. 

Finally, because our interest in this paper is in work design, 

we have used the work environment, or organization, as a reference 

social system. The concepts and processes discussed are, of course, 

generalizable to other settings. 

Affiliation and Interaction 

As Lewin (1935) has pointed out, man's behavior is a function 

of his personality (P) and his immediate psychological environment ( E ) — 

i.e., B = f(P,E). The environment produces stimuli which affect man's 

behavior. When a person is in the company of other people, many of 

these stimuli are "social." 
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Man's affiliation with his fellows may be represented as a 

continuum, such as that shown in figure 14. At one extreme (the left 

ISOLATION—Ig!^g!^^-3!^gg^g!:-gf^lllg^igg -*-INTERACTION 

Fig. 14. Continuum of the degree of affiliation 

end of the diagram), man is alone; he is in "isolation." Affiliation 

with others is at its absolute minimum and no "social stimuli" can 

occur. As we move along the continuum, to the right, the degree of 

affiliation with others increases, reaching its logical extreme in a 

complete, meaningful "interaction." As we move in this direction, a 

wider variety of social stimuli becomes possible, the number and 

variety of these stimuli increasing as we move to some form of inter

action. The "mere presence of others," at some position along the 

continuum, severely limits the scope and importance of any social 

stimuli which may occur. In fact, it is not difficult to make a 

case for some form of interaction as a prerequisite to defining stimuli 

as "social" (despite the area of "social facilitation," which may very 

well be an artifact of "socialization" more appropriately studied within 

the domain of "personality"). In any case, our interests in the 

behavior of individuals in organizations take us further along the 

continuum into the domain of interaction. 

Social Reinforcement 

The capability of certain stimuli to influence human behavior 

may stem from what they are "in themselves," or because they are 
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"instrumental" In obtaining other stimuli "innately" reinforcing. 

We generally consider such things as food, water, and sex In the 

former category, which we may label "consummatory," and attention, 

money and status in the latter category, which we may label 

"instrumental."* This labeling is more convenient than it is 

accurate, as many stimuli can be either consummatory or instrumental, 

not only for different people, but for the same person at different 

times. 

Let us consider an individual in an organization and set up 

a taxonomy of stimuli along a continuum leading from the Instrumental 

toward the consummatory. Such a taxonomy is illustrated in figure 15. 

The terms here are more or less arbitrary; they serve merely to 

illustrate the concept. First, the individual is in a position on the 

continuum of figure 14 (p. 109) in which, through affiliation with his 

fellows, certain social stimuli are possible. Starting at the 

instrumental end of the taxonomy in figure 15 (the left end), we see 

that affiliation can lead to attention or inattention. That is, 

others may attend to us in some way, or they may ignore us. Inattention 

is a "deadend"; it leads back on the continuum of figure 14 to isolation, 

and the opportunity for social stimuli is ended. On the other hand, 

attention may lead to the approval of others, or to their disapproval. 

Approval, in turn, may lead to the others having affection for us. 

*The concepts here are directly analagous to those discussed in 
chapter III in the section on "unconditioned" and "conditioned" 
reinforcers, and "generalized, conditioned" reinforcers (pp. 3 6 - 3 7 ) . 
"Innately" reinforcing is equivalent to "unconditioned." 
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respect for us, or being submissive to us (not shown on the diagram). 

Disapproval can lead to the opposite: disaffection, disrespect, and 

domination (also not shown). Moving further along toward the 

consummatory end of the continuum (to the right), affection may lead to 

sex, love, or friendship, while disaffection may lead to hate, 

aggression, and, again, isolation, which cuts off the opportunity for 

further social stimuli in that setting. Respect may lead to money; and 

money, in turn, may lead further along the continuum to the ultimately 

consummatory stimuli of food, shelter, and so on. 

Role Settings 

In the organization, interactions may be with fellow workers, 

superiors in the organizational hierarchy, or subordinates. The inter

actions may relate directly to organizational matters, or they may be 

"social" (i.e., relate to such things as recruiting for the bowling 

team, exchanging opinions on the female pulchritude, etc.). Categoriz

ing such interactions, we may say that they occur between individuals 

in their "organizational role" and in their "social role." We can 

represent these interactions in the matrix form shown in figure 16. Only 

the titles "Subordinate" and "Superior" are used, since an interaction 

between subordinate and subordinate, or superior and superior, is 

considered an interaction between "fellow workers." Generally speak

ing, incongruous role interactions--social to organizational, or vice 

versa—will not occur; thus the blocks are X'd out on the matrix. 

Also, one might suppose that interactions between superior and sub

ordinate are more likely to be organizational-organizational than 
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social-social, whereas interactions between peers are just as likely to 

be social-social. 

SUBORDINATE 

SUPERIOR 

ORG. 

SOC. 

ORG. 

SOC. 

SUBORDINATE 

ORG. 

^ 

> ^ ^ ^ ^ N ^ 

SOC. 

SUPERIOR 

ORG. 

> ^ . 

SOC. 
s*̂  >" ^ N ^ ^ 

^v^^ • 

*-̂  ^^-

Fig. 16. Matrix of interactions in the organization 

The interactions between members of an organization give rise 

to the kinds of social stimuli illustrated in figure 15. These stimuli, 

in turn, have certain properties for influencing the behavior of 

actors in the interaction. These properties relate to the kind and 

magnitude of influence effected. Such properties may well vary with 

where in the matrix of figure 16 the social stimuli occur. For 

example, the disapproval of one's fellow worker has different implica

tions for the individual than the disapproval of one's superior. As 

a result of his disapproval, the superior may impose a fine, hold back 

a promotion, or terminate employment. These consequences may have more 

influence on the worker's behavior than consequences which may be 

associated with the fellow worker's disapproval. 
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Power 

Control over aspects of the work environment which have 

reinforcing (or aversive) properties for other individuals constitutes 

"power." The more pervasive and absolute the control, the more power

ful the individual or agency. Referring back again to figure 15, we may 

suppose that the superior, representing the organization, has the 

greater degree of control over the middle group of stimuli on the 

right side--the consummatory side--of the figure (those in brackets: 

status, position, money, etc.), while the fellow worker has greater 

control over the stimuli on either side of this grouping. Overlap 

will occur—in this case, most probably between friendship, status, 

disrepute, and hate. 

Power, like everything else, is relative. An individual or 

agency which controls the same set of stimuli relative to the same 

set of individuals will still have a different "power relationship" 

with each individual. This is due to individual differences in the 

relative importance (valence) attached to the various stimuli in the 

agency-controlled set. An organization which seeks to influence its 

members' behavior in a relatively uniform manner (e.g., "motivate the 

workers to show up on time") will seek to control a set of stimuli 

which has the most pervasive valence with the members (e.g., money, 

promotions, jobs). 

Members of an organization will generally seek to equalize 

the power relationship with the organization by making the stimuli 

under their control more absolute and pervasive to the organization. 

They do this by banding together. In other words, the individual's 
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behavior, in its various forms (e.g., work performance), is a stimulus 

which has the capability to influence the behavior of the (agents of) 

organization. However, a single individual's behavior is a weak 

counter to the potential consequences under the control of the 

organization. Only by making his behavior a part of a pervasive behav

ioral pattern generated by a sufficiently large group of organization 

members, can the individual hope to achieve some degree of power 

pariety with the organization. Unions are the epitome of this 

phenomenon. 

Cohesiveness 

The tendency of a group of individuals to display behavior 

which has the effect of keeping the group together may be termed 

its "cohesiveness." Individuals who band together in order to 

achieve some degree of power pariety will be more effective in this 

goal in direct proportion to the degree of cohesiveness achieved. The 

achievement of group goals in general is enhanced by cohesiveness. 

The property of group cohesiveness is central to the 

"entitativity" of the concept of group. Campbell (1958) coined the 

term entitativity to refer to the degree of having real existence. He 

proposed that the Gestalt principles of perceptual organization-

proximity, similarity, and common fate--account for the perception 

of entitativity.* 

*We have chosen to omit the fourth principle in the Gestalt 
scheme, that of "pregnance," because it plays a yery secondary role 
in Campbell's concept and would add little to this discussion. 
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We may look at a group's cohesiveness as a continuum, with one 

end representing simply a collection of Individuals with no cohesive 

property and the other end representing a maximally cohesive group 

(fig.17). A group's cohesiveness will tend toward a maximum (the right 

^ ,, .̂ c Toward greater cohesiveness v Maximally 
Collection of _J_ Cohesive 
Individuals g^Q^p 

Fig. 17. Continuum of cohesiveness 

side of the continuum) as their proximity increases, the similarity 

of members increases, and the degree of common fate increases. In 

other words, a collection of individuals is more likely to become 

cohesive if they are close together rather than far apart, similar in 

personality, attitudes, beliefs, economic situation, etc., and have 

common problems to deal with, a common threat to repulse, or shared 

goals to achieve. In fact, these are the same reasons groups are 

formed. Groups remain together--are cohesive--to the extent these 

reasons (variables) remain relevant to group members. These concepts 

are illustrated in table 8 below. 
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TABLE 8 

COHESIVENESS AS A FUNCTION OF GESTALT PHENOMENA 

COLLECTION 
OF 

INDIVIDUALS 

PROXIMITY SIMILARITY 

Same World 

Same Nation 

Increasing 
Cohesiveness 

I I I Same Neighborhood 

' COHESIVE 
GROUP 

Same Office* 

Homosapiens 

Political Ideo
logy 

Economic Status, 
Attitudes, 
Beliefs 

Sex, Ability, 
Opinions 

X 

COMMON FATE 

Death Inevitable 

Socio-economic 
System 

Property Tax, 
Traffic, Air 
Pollution 

Organization, Job 
Supervisor 

•Effects are cumulative. 

Leadership 

There are many factors besides cohesiveness which contribute 

to group success in goal achievement. One of the most important is 

"leadership," which may be defined as the set of behaviors exhibited by 

an individual engaged in the process of giving direction to, guiding, 

integrating and/or facilitating group activities. There are many ways 

to look at the area of leadership and it is important to distinguish 

between them before we continue along any one line. 

When we identify someone as being the leader of a group, we 

may mean that we have observed all the various interactions between 

gj'oup members and spotted one individual who seems to exert the 

greatest influence over the behavior of the others. He is the 
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individual who most frequently determines the direction of the group. 

We may label this individual an "emergent" leader. On the other hand, 

we may identify someone as the leader of a group because he has been 

designated as such by some higher authority. In this case, we may 

label the Individual as "titular" leader. The roles of titular and 

emergent leader may or may not coincide in the same group member. 

Naturally, it is desirable that they do. In fact, a titular leader is 

effective in his leadership role to the extent he emerges as the 

group's true leader, as well as to the extent his role contributes to 

goal achievement. In our further discussion, when we use the term 

"leader," we will be referring to the individual who should be 

exercising the leadership role, either because he emerges in that role, 

is elected to it, or is designated for it. Therefore, there is no a 

priori assumption about the degree of influence achieved by the 

individual referred to as leader in our discussion. We will center 

our attention, rather, on the factors which determine the effective

ness of the leadership role, where effectiveness refers to the 

tendency of (frequency with which) group members to follow the leader's 

direction and the contribution of his direction to goal achievement.* 

The capability of an individual to lead others is a function 

of his power and the way he uses it. Recall that the individual's 

control over certain stimuli in the environment which have the 

capability to strengthen or weaken others' behavior constitutes his 

power. The stimuli under a person's control may take many forms. 

*These concepts will be dealt with more extensively in the 
section on "leadership style." 
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Further, the implications behind any given stimuli may be different for 

different people. Thus, an individual's power base will vary from 

person to person, and if this Individual is the leader of a group, he 

must learn to use this power base so that behavioral outcomes optimize 

the opportunity for goal achievement. 

It is important to realize that the use of the term "power" here 

has a different connotation than commonly given it (i.e., as the capa

bility of coersion). Coercive power—the capability to deliver punish

ments—is only one element of the broad concept of power we are using 

here. For example, an Individual who possesses knowledge or abilities 

that are perceived by others as potentially useful to them in their goal 

attainment has a form of power which has been termed "expert power" 

(French and Raven, 1958).* The more common case, perhaps, is the indi

vidual who, in his capacity as leader of a group, has under his control 

such things as money, promotion, and status, group membership (employ

ment), monetary penalties, demotion, and so on. In other words, he may 

dispense rewards and punishments contingent upon member behavior. The 

leader's ability to influence any given member's behavior, then, depends 

on the member's perception of such contingencies and on their relevance 

for him, as well as their valence relative to other contingencies that 

may be operating. 

Leadership Style 

Since leadership is a function of power arising from several ori

gins, the ability of a leader to influence the behavior of others may be 

*French and Raven (1958) have defined five different bases of 
power which they consider "especially common and important." They are: 
reward power, coercive power, legitimate power, referent power, and 
expert power. 
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derived from any combination of power-related stimulus sets. The 

importance of each component In contributing to a leader's effectiveness 

may vary considerably from one set of circumstances to another. 

Thus, there Is no universally best leadership style. However, there 

are some findings which appear to favor a particular style of leadership 

in a given situation over another style. Fiedler (1964, 1967), in his 

"contingency model of leadership effectiveness," concluded that the 

optimum leadership style was a function of the "favorability" of the 

situation. According to Fiedler, there are three dimensions of favor

ability: (1) effective leader-group relations, (2) task structure, and 

(3) power position. Effective leader-group relations refers to whether 

the leader is liked and respected by the group, or not. According to 

Fiedler, the leader who is liked and respected can obtain the compliance 

of the group without exercising power and can act more decisively and 

with more confidence than the leader who is disliked and disrespected by 

the members of his group (Shaw and Costanzo, 1970). This factor was 

assumed to have the greatest effect on situation favorability. 

Task structure was considered the second most important 

determinant of favorability. This phrase refers to the clarity of the 

goal and the degree of ambiguity invclved in procedures for reaching 

the goal. A highly structured task is, in Fiedler's context, one in 

which the goal is clearly specified and procedures for reaching the 

goal are straightforward. The opposite is true of an unstructured task. 

The least important determinant, in Fiedler's scheme, was 

power position. This refers to the leader's control over rewards and 

sanctions, his authority over group members, and the degree to which 
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he is supported by the organization of which the group is a part 

(Shaw and Costanzo, 1970). 

The favorability of any given situation could then be ordered 

along a continuum as shown in figure 18. The most favorable situation 

(to the left on the continuum) is one in which leader-member rela

tions are good, the task is structured, and the leader's power 

position is strong. A deterioration of any one of these elements 

reduces the favorability of the situation (moving to the right). 

FAVORABLE- UNFAVORABLE 

Good Leader-Member Relations 

Structured Task 

Strong Power Position 

Poor Leader-Member Relations 

Unstructured Task 

Weak Power Position 

Fig. 18. "Favorability" continuum (based on concepts 
of Fiedler, 1964, 1967) 

As far as "leadership style" is concerned, Fiedler predicts 

that when the leader has power, is on good terms with his followers, 

and the task is clearly structured, the group is ready to be directed 

and willing to be told what to do. On the other hand, in a highly 

unfavorable situation, an authoritarian style (dominating order-giving) 

is also required, since permissive leadership may lead to disintegra

tion of the group. Thus, according to Fiedler, only moderately 

favorable or moderately unfavorable situations call for considerate, 

relation-oriented leadership. In such a situation, the members must 

be free to offer new ideas and suggestions, and the leader typically 



cannot force group members to comply with his wishes (Shaw and 

Costanzo, 1970). 

In Fiedler's approach, leader effectiveness was defined purely 

in terms of his group's performance in achieving specified goals. In 

our view, such a definition falls to account for the group which 

achieves its goal "in spite of" the leader. Our military experience 

testifies to the existence of this phenomenon. The inexperienced 

second-lieutenant placed 1n charge of a group of seasoned enlisted men 

is unlikely to have the skills necessary to be an effective leader. 

Nevertheless, the group may accomplish its goals in spite of the 

failings of its appointed ("titular") leader. Under Fiedler's 

definition, the second-lieutenant would be classified as an "effective" 

leader. In fact, we must turn to other variables to account for the 

success of the group (such as the skills and abilities available in 

group members, the emergence of a "true" leader from within the group, 

and various other group and task variables); and, realistically, we 

have insufficient evidence to classify the second-lieutenant as an 

effective leader. Thus, a measure of leader effectiveness requires the 

two dimensions we have previously mentioned (p. 118), the influence of 

the leader on the behavior of the group members, and the contribution 

of that influence toward goal achievement. Such a two-dimensional 

measure might be conceptualized as shown in figure 19. 

122 
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LI 
Frequency with 
which group members 
follow the leader's 
directives, advice, 
suggestions, etc. 

LC 
Frequency of correct leader 
responses ("makes the right 
decision") 

Fig. 19. Two dimensions of leader effectiveness 

In the figure, the ordinate is a scale for documenting the 

influence of the leader over the behavior of group members, operation

al i zed as "frequency with which group members follow the leader's 

directives, advice, suggestions, etc." The abscissa is a scale for 

documenting the contribution of the leader's influence toward goal 

achievement, operationalized as "frequency of correct leader responses," 

or the rate at which the leader makes the right decision, where "the 

right decision" is known a priori by an uninvolved observer (the 

"experimenter"). 

Now, a number of possibilities may be illustrated, as in 

figure 20, a through c. First (a), the group members may follow the 

leader's directives with great frequency, but the leader may fail to 

make the correct response with any degree of consistency. Under these 

conditions, goal achievement is doubtful, since the group is not 
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sufficiently goal-directed. The second situation that suggests i tsel f 

(b) is one in which the leader cannot Influence group members con

sistently, although with respect to the problem, he frequently makes 

the correct response. Again, the group is not goal-directed, and 

goal achievement is doubtful. Finally, in figure 20c, both the leader's 

influence and his competence are such that the group is goal-directed 

and goal achievement is l ikely. 

LI 

a. Low Competence b. Low Influence c. Goal-Directed 

Fig. 20. Three combinations of influence and competence 

The same basic figure as shown in figures 19 and 20 may be 

used as a crude model to conceptualize other aspects of the leadership 

question. Consider task structure. The goal region in figures 19 and 

20 is shown as a circle, with three lines extending from it toward 

the origin. These lines may be thought of as representing the goal 

path, and their spread as a measure of tolerance. Thus, an easy task 

Pî esenting no great difficulties to the group, may be represented as a 
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circle with a large diameter relative to the leadership effectiveness 

coordinates and a diff icult task by a smaller diameter circle, such as 

those shown in figure 21, a and b, respectively. Task difficulty 

may be operationalIzed in Fiedler's (1964, 1967) terms as: decision 

veriflability, goal clarity, procedural ambiguity, and solution 

multiplicity. Whereas in Fiedler's scheme, the "task structure" 

represented by figure 21 a would almost assure "leadership effectiveness," 

in our view—as illustrated In the model--task structure represents 

a separate set of independet variables which, together with other 

variables (such as those under the rubric "leadership effectivness," 

and those dealing with the group i tse l f ) , determine goal achievement. 

c. Short-Term d. Long-Term 

Figure 21. Goal dimensions of task difficulty and time to goal 
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Time is another factor which must be considered in goal achieve

ment and leadership effectiveness. This aspect of the model is 

illustrated In figure 21, c and d. The short-term goal (c) is 

represented as a circle whose center is relatively close to the origin 

of the coordinates of leadership effectiveness. The long-term goal (d) 

is shown as a circle of equal diameter (other task variables are 

comparable), whose center is located further from the origin. Also 

illustrated in d is a number of leader Influence-competence vectors 

which may occur over the goal-seeking duration (i.e., over time). These 

vectors may be thought of as separate task completions required for 

ultimate goal accomplishment. One may deduce from the model that 

longer term goals will allow more deviation from the goal path on 

separate tasks, as long as corrective/compensating measures are taken 

on subsequent tasks (which also illustrates the importance of "decision 

veriflability," or, more generally, "negative feedback"). The 

shorter term goal, on the other hand, will allow fewer false starts 

and/or mistakes along the way. 

Although, as we have indicated, there is certainly no causal 

link between task difficulty and leader competence, it may appear that 

the leader's ability to influence group members is not independent of 

his competence--witness "expert power." In fact, it is perceived 

competence on the part of the leader by the group that is related to 

influence, not actual competence. As stated earlier (p. 12:J, actual 

competence is known only to the "experimenter." 

The competence of the leader is not at issue here. Compared 

to the capability of the leader to influence the behavior of group 
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members, competence is easily tested and developed. By separating out 

task structure, then, we have been left with "influence" as the 

primary issue in leadership effectiveness. And, as we have pointed 

out, the capability to Influence others Is related to an individual's 

power. Again, the term "power" Is used here in the broad context 

described earlier (p. 119) and, as such, would encompass an 

operationalized version of Fiedler's "effective leader-group relations." 

The phrase "leadership style" has generally been used to refer 

to whether the leader attempts to influence group members through "direct 

coercion and authoritative manipulation," or in a more "democratic" 

manner, through "indirect cajoling, seduction, and persuasion" (McDavid 

and Harari, 1968). Thus, style refers to the manner in which the leader 

utilizes his power base, both in terms of how he presents contingencies 

(one thing leading to another) and the contingencies he chooses to 

present. The more pervasive the leader's control over the relevant 

environment (and hence, environmental stimuli), the more options he has 

in this regard (other things being equal) and vice versa. 

Two major types of leadership style have been studied, variously 

labeled autocratic versus democratic, authoritarian versus nonauthori-

tarian, production-centered versus employee-centered, and so on. 

Although experimental findings have been inconsistent concerning the 

effects of these styles (Shaw and Costanzo, 1970), we can make certain 

hypotheses about them that appear logically sound. For example, in 

a situation where the number of important (to the group members) 

stimuli controlled by the leader is very low, the logical choice of 

leadership style would be nonauthoritarian, other things being 
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equal.* On the other hand, where goal achievement and/or the path 

thereto is perceived by group members as somehow aversive, and a 

reasonable number of important stimuli are controlled by the leader, 

authoritarian leadership would appear to be the style of choice. 

Beyond these rather extreme cases, the choice of leadership style becomes 

a complex problem. The optimum style appears to be a function of a 

large number of variables, as shown in table 9 . Assume that each of 

the seven variables shown in table 9 can take on only two modes 

(e.g., high - low, great - small, long - short, etc.). The number of 

possible combinations then is 2', or 128. Add to this the fact that 

"real-life" situations are seldom if ever static, and it becomes 

obvious that no one style is likely to be right for eyery situation, or 

even for the same situation all the time. 

TABLE 9 

VARIABLES INVOLVED IN LEADERSHIP STYLE 

LEADER 

GROUP 

TASK 

•Number of important stimuli controlled 

•Competence 

•Competence of individual members 

•Personality of individual members 

•Task complexity 

•Attractiveness of tasks to group members 

•Time constraints 

*We will be dealing with a number of leadership-style variables 
in this section. In order to avoid repetition, the phrase "other things 
being equal" should be assumed after such generalizations. 
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This is not to say that leadership style should be left to 

default, only that the current "state of the art" doesn't allow us to 

be overly confident in choosing one style or another. Generally, we 

win find that leadership style should fluctuate between authoritarian 

and nonauthoritarian as the situation demands. One possible scheme 

for organizing the information relevant to this problem is shown in 

table 10. For the sake of simplicity, group variables and time 

constraints are held constant (and not displayed). Referring to the 

table, from left to right, "LI" stands for leader Influence (number of 

important stimuli controlled), "LC," leader competence, "TC," task 

complexity, and "TA," task appeal. The last two-part column contains 

a check for style of choice, "SOC," where "A" indicates authoritarian 

and "NA" nonauthoritarian. The numbering of the check marks indicates 

their order of preference. 

From the table, I t can be seen that the f i rst eight cases 

present the situation in which the leader's Influence is low. In 

these cases, i t would appear that the choice of leadership style is 

really quite limited, and would hinge to a large extent on whether the 

task was perceived as appealing by group members. I f so, a nonauthori

tarian style (as Indicated by the checks) would seem the logical choice. 

This would be especially true I f leader competence were low (check 

marks 1 and 2). Second-order choices--those In which we would have less 

confidence—are the authoritarian style for cases 2 and 4, indicated by 

question marks (these are cases where the authoritarian style may be 

"necessary," but not especially effective). Cases 6 and 8 are "toss-ups." 
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DETERMINANTS OF LEADERSHIP STYLE AND STYLE OF CHOICE 
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Case 

1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

LI 

low 

low 

low 

low 

low 

low 

low 

low 

high 

high 

high 

high 

high 

high 

high 

high 

LC 

high 

high 

high 

high 

low 

low 

low 

low 

high 

high 

high 

high 

low 

low 

low 

low 

TC 

low 

low 

high 

high 

low 

low 

high 

high 

low 

low 

high 

high 

low 

low 

high 

high 

TA 

high 

low 

high 

low 

high 

low 

high 

low 

high 

low 

high 

low 

high 

low 

high 

low 

SOC 
A " 

? 

7 
• 

NA 

•3 

v/2 

7 

7 

• 

? 
• 
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In the second eight cases (9 through 16), leader influence is 

high, and where task appeal is low, the authoritarian style may be 

necessary and effective, depending on leader competence. Where leader 

competence is low (check marks 3 and 4), the authoritarian style can 

lead to the kind of situation illustrated In figure 20a (p. 12fl, where 

the group follows the leader, but Is not goal-directed. Second-order 

choices are nonauthoritarian for 9, 13 and 15 (where 15 would be an 

especially good choice if group competence were high). Case 11 is 

considered another "toss-up." 

Predicting Leadership Abilities 

Attempts to predict leadership ability, or "a priori leadership 

effectivness," have generally been unsuccessful. As stated by McDavid 

and Harari (1968), "there is strikingly little agreement among the many 

studies of personality attributes of people who emerge as leaders" (p. 

360). It is, therefore, not our intent to pursue this area in any great 

detail. However, based on our previous discussion, it would appear possi

ble to list at least three attributes of an individual that might enhance 

his likelihood of success in a leadership role. First, because group 

variables, including the psycho-social characteristics of group members, 

are determinants of goal achievement, leadership effectivness would be 

enhanced to the extent an Individual is sensitive to the skills, 

abilities, feelings, attitudes, needs, etc., of group members. Second, 

a leader's capability to influence the behavior of group members can be 

efficacious only to the extent the leader is competent relative to the 

particular task environment. Finally, because systems are dynamic, the 
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individual who is to become an effective leader must be able to adapt to 

changing conditions (i.e, he must be flexible). Now, if you find a tall, 

attractive, energetic, confident, determined Individual, with the above 

three attributes, hire himl* 

Group Structure 

The leadership role is only one aspect of what has been termed 

"group structure," which refers to the systematic organization that 

integrates group members. A group (and on a larger scale, a society) 

acquires the property of organization through the stabilization of a 

set of mutual relationships among the functions of its individual members. 

For example, a person cannot continue in a leadership role unless others 

display the reciprocal role of followership. Groups, like other systems, 

are subject to the Second Law of thermodynamics --as entropy** increases, 

the group will tend to become disorganized, functions will cease to be 

performed, and the group will eventually disintegrate. Energy must be 

expended by group members in order to maintain the group and sustain its 

attraction for individual group members. This type of energy expenditure 

has been termed "maintenance synergy," as opposed to "task synergy," 

*See Berelson and Steiner (1964) on the relationship of certain 
of these "personality" variables to successful leaders. One may note 
that "power" has been omitted from the list of attributes given here 
This is because power, with regard to a particular position, is a 
situation-dependent factor and cannot be determined a priori—one makes 
provision for the leader's power base after he selects the leader. 

**Entropy is often referred to as a "measure of disorder," and 
the Second Law of thermodynamics as stating that "systems can only proceed 
to a state of increased disorder"; as time passes, "entropy can never 
decrease" (Colin Cherry, 1957). 
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which is energy expended to execute group tasks and pursue group 

goals (Cattell, 1951). 

It is the property of systematic organization which sets apart 

the social psychological group from an aggregation, collection, or class, 

of Individuals. McDavid and Harari (1968) have defined the social 

psychological group as: 

... an organized system of two or more Individuals who 
are interrelated so that the system performs some function, 
has a standard set of role relationships among its members, 
and has a set of norms that regulate the functions of the 
group and each of its members" (p. 237). 

Group Goals 

The group function is goal achievement. Groups may be formed 

and assigned a role, or they may form and establish a goal. The goal 

may be no more than maintaining the group, or it may be a one-time 

goal whose achievement implies the disbanding of the group. Other 

goals may transcend time (e.g., "power for peace") and imply the 

existence of the group in perpetuity. There may be more than one goal, 

and/or there may be several subgoals leading to the primary goal. 

There is apparently some question concerning just what the 

definition of "group goal" should be (Shaw, 1971). The issue seems to 

be that although the group may be assigned a goal, or establish a goal 

through concensus, there is no "reliable evidence" that the individual 

group members Indeed accept such a goal as "their" goal. Even when 

group members are asked outright to specify what they think the group 

goal should be, there is an objection that members may only be stating 

what they think they should say and not what they really feel. In 
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essence, then, the question is whether the group goal Is "some 

composite of (true) individual goals" (Shaw, 1971), or (a) the goal 

assigned to the group, (b) the goal established by the group (as 

understood by and expressed by the spokesman/leader of the group). Such a 

question is teleological and, in our view, of philosophic rather than 

scientific concern. For our purposes, a group goal Is a statement of 

purpose made by a reliable source either Indirectly or directly related 

to the group (e.g., a group leader, a person in a position of authority 

over the group and its leader, or a spokesman elected by the group 

members). In the absence of such a statement, an outside observer must 

simply infer the group goal from the collective behavior of its members. 

Naturally, this is a less desirable state of affairs. However, it has 

its precedence and counterparts in the ubiquitous concepts of 

"motivation" and "attitude." 

This is not to say that the actual or "true" goals of individual 

group members may not be different than the group goal. They may, on 

the contrary, be so different as to be in complete conflict with the 

group goal. For example, a soldier as a member of a combat unit (a 

group) in time of war, may be faced with the following goal conflicts: 

1. Unit mission (group goal) is to secure "Pork Chop" hill, 

requiring heavy, close-quarter fighting with the enemy now occupying 

that position; casualties are expected to be high 

2. Soldier's goals are to stay alive and whole, keep face 

with his buddies, act according to his own "code of ethics" (and thus 

maintain his own self-image), and to stay out of trouble with his 

superiors 
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The soldier's final behavior will depend on what he perceives to be the 

behavior required of him to achieve each goal, what he expects the 

consequences of these separate behaviors to be, and what the valence 

hierarchy of consequences is for him. As Lewin (1938) pointed out, 

under normal circumstances there are numerous "psychological forces" 

acting upon the Individual at any given time, and final behavior is a 

function of the "resultant" of these forces (see p. 74). 

In general, the more compatible Individual goals are with 

the group goal, the more likely is group goal achievement. Consider 

the diagram in figure 22. Of the five group members, two (A and E) have 

"resultant" forces opposite in direction from that required for group 

goal achievement. These individuals will tend to exhibit behavior 

detrimental to group goal achievement and disruptive for group functioning 

GROUP-^ 

* 

GOAL 

Fig. 22. Forces on individual group members vs. goal direction 
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Norms 

The group will attempt to maintain behavior consistency among 

its members by establishing rules of conduct termed "norms." Failure 

to conform to group norms will generally result in group sanctions, 

including expulsion from the group. These sanctions, or consequences, 

will be effective only in so far as they have valence for individual 

group members. Given that they do, they will result in at least one 

force on the Individual which is in the direction established by the 

normative behavior. Hopefully, the group will have established its norms 

intelligently, so that normative behavior is goal directed. Group norms 

may be either formal or informal. They define not only prescribed rules 

of conduct, but also ranges of acceptable behavior. The range of 

variability may be greater for individuals occupying high status 

positions in the group. Norms are regulative mechanisms that are 

vital to maintaining group organization. 

Communication 

The stabilization of role relationships, the adoption of 

group norms and acceptance of group goals is made possible through 

interaction and communication among group members. Communication--the 

exchange of information and the transmission of meaning—is the yery 

essence of a social system or an organization (Katz and Kahn, 1966). 

It has the broadest relevance for all aspects of group dynamics, 

including social reinforcement, power, leadership, group structure, 

and so on. Later in the paper, we will discuss communication in an 

organizational context. At this point, we will limit our discussion to 

communication and group structure. 
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The emergence of the various role relationships within a group, 

including, for example, that of a leader and his followers, involves the 

process of systematic ut i l izat ion of the available channels of communica

tion. The functioning of group members as an integrated unit "seeking a 

conmon goal" is enhanced when members are able to communicate easily and 

efficiently and when the f ide l i ty of communications is not lowered by 

noise in the system. 

In the system's concept, members of a group may be considered 

subsystems in a subsystem—the group--w1th their own inputs and outputs, 

and maintaining system integrity through information exchange and feed

back. For example, in figure 23, a group of three members. A, B, and C, 

are operating with A as group leader. Information is transmitted to the 

group leader (dark arrow at l e f t ) . He, in turn, transmits information 

(i .e. , communicates) to members B and C (Channel 1) . Members B and C 

coordinate their activities with one another through Channel 3, and with 

A through Channel 4. Channel 2 represents an individual feedback loop, 

and Channel 5 a group feedback loop. Noise (N) may enter at any input 

point to A, B, or C. Group Boundary 

Fig. 23. Example of a three-man group showing communications 
Channels and feedback. 
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Now, if we visualize the outside agent (OA) who is transmitting 

the original information to A, we see that this cotnnunication channel 

is limited to A and the outside agent. B and C must communicate through 

A to both receive and transmit information. This "communication 

network" is illustrated more simply in figure 24. 

Fig. 24. The simplified communication network for figure 23. 

A communication network is a stable arrangement of channels 

of communication among members of a group. There is a wide variety 

of networks possible, especially among larger groups. The network 

shown in figure 24 for A, B, and C (within the group boundary) is 

termed a "completely connected" (COMCON) network. Here, all channels 

are open and eyery member can communicate directly with eyery other 

member. All other network patterns derive from the COMCON simply by 

closing off alternate channels. For example, if OA is included in the 

group in figure 24, but the channels of communication are left as they 

aî e, we are effectively cutting off two lines of communication, those 
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between B and OA and C and OA. This results in a "ki te" network pattern 

(Shaw, 1964). 

Laboratory investigations of small-group problem solving 

(e.g., Bavelas, 1950; Leavi t t , 1951; Shaw, 1954) have Indicated that the 

pattern of the communication network is d i rect ly related to the effect ive 

performance of the group in achieving i ts goals, as well as to the sat is

faction of group members. The bulk of research on communication networks 

seems to have been directed toward the evaluation of problem-solving 

efficiency. Here, decentralized networks have been compared with 

centralized networks. A centralized network is one in which not a l l 

members have an equal number of communications channels open to them. 

The most centralized networks are those in which a single individual 

has more channels available to him than a l l other members. A decentra

lized network is one in which each member has the same number of channels 

available. Naturally, there are many degrees of central izat ion -

decentralization. Figure 25 shows various networks for five-person 

groups, with the most highly centralized network (the "wheeT')on the 

left and less centralized networks to the r i g h t , toward a decentralized 

network (the "c i rc le" ) . In this f igure , a l l channels are assumed two-way. 

"WHEEL" "CIRCLE" 

i-

0 0 
CENTRALIZED , ^ DECENTRALIZED 

FI9. 25. Networks for five-person groups showing centralized 
3t left and proceeding to decentralized at r ight 
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The generality of findings regarding centralized versus 

decentralized networks relative to problem-solving efficiency 

is limited by group size, subject population, and task complexity 

(Shaw, 1971). In so far as task complexity is concerned, Shaw states 

that: 

When the task is relatively simple and requires only the 
collation of information, a centralized network is most 
efficient, but when the task is more complex and requires 
that operations be performed upon the information (for 
example, mathematical and manipulations), the decentralized 
networks are more efficient in terms of time and errors 
(p. 143). 

Table 11 provides comparisons between centralized and decen

tralized networks for simple and complex problems for both problem-

solving efficiency and member satisfaction. As one might surmise, 

overall member satisfaction is highest when networks are decentralized 

rather than centralized.* Other findings indicate that a leader is 

more likely to emerge in a group with a centralized communication 

network (Leavitt, 1951, and others), and that centralized networks 

are more liable to experience an overload because they become 

saturated faster than decentralized networks (Macy et al., 1953; 

Shaw, 1958). 

*George (1962) states that "one way to maximize job satis
faction is to maximize the flow of information to all concerned and 
to provide realistic (not the 'suggestion box' variety) outlets for 
upward information flow" (p. 64). 
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TABLE 11 

COMPARISONS BETWEEN CENTRALIZED AND DECENTRALIZED NETWORKS 

NETWORK 

Centralized, 
e.g.. 

Decentralized, 
e.g., ^ 

SIMPLE PROBLEMS 

*Faster 

*Leader more likely 
to emerge 

*Higher member satis
faction 

COMPLEX PROBLEMS 

*Leader more likely to 
emerge 

*More vulnerable to 
saturation 

*Faster 

*Less errors 

*Higher member satis
faction 

Group goal achievement is enhanced to the extent communications 

between group members retain their fidelity. Fidelity, as used here, 

refers to the property of reproducing a communication intact, with its 

original and intended meaning. This fact has implications for both 

communication networks and group composition. First, fidelity tends to 

decrease as the amount of noise in the system increases. There is an 

opportunity for noise to enter the system each time a message is trans

mitted from one group member to another (see fig* 23, p. 137, for. 

example). The more a message must be repeated, or "passed on down the 

line," the less likely it is to retain its fidelity. This can be a 

serious disadvantage in highly centralized networks. These effects are, 

of course, predicted by the saturation hypothesis (i.e., centralized 
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networks become saturated faster than decentralized networks. Second, 

the presence of noise demands the capability for message verification. 

Thus, communication networks with two-way channels should be superior 

to those with one-way channels, and group systems with established 

feedback loops (again, see fig. 23) will be superior to those without 

them. Finally, the more heterogenious a group's members are, the more 

opportunity there is for noise to disrupt the fidelity of message 

transmission (this deleterious effect of heterogeneity may well be 

offset by positive factors associated with more diverse group composi

tion, however). 

Cooperation and Competition 

Cooperation has been defined as "a social process in which 

achievement of a goal by each group member facilitates goal achievement 

by all other group members," and competition as "a social process in 

which goal achievement by one group member to some extent impedes goal 

achievement by other group members" (Shaw and Costanzo, 1970). In 

general, one can expect to find elements of both cooperation and 

competition in a group. For one thing, groups could not continue to 

exist without some degree of cooperation on the part of its members 

to promote those properties which contribute to its cohesiveness 

(i.e., proximity, similarity, and common fate) (see pp.115 andll7). 

On the other hand,individual group members engage in various competitive 

strategies to optimize the power base upon which their role relationships 

with other group members rest, and which, in turn, may determine their 
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status within the group.* 

The concepts of cooperation and competition have three 

commonalities: (1) "social processes," i.e., the activities of two or 

more people; (2) goals, i.e., objects or circumstances with 

"positive valence" (p. 74) or "reinforcing" value (p. 35) for group 

members; and (3) interdependence, i.e., the property of mutual effect. 

In other words, cooperation and/or competition are possible only when 

two or more interdependent people perceive the same object or circum

stances (stimuli) as potentially reinforcing. Despite these commonali

ties, cooperation and competition are not opposite ends of some single 

continuum representing a property of group functioning. For competition 

does not require the existence of a social psychological group--"an 

organized system of two or more individuals," etc.--and, in fact, 

ultimately discourages its development, or where it already exists, 

undermines its survival. Cooperation, on the other hand, can occur only 

in the domain of the group. It encourages group development and promotes 

cohesiveness.** 

*The term "status" is conventionally applied to the evaluative 
concept of role (i.e., the perception by group members of a differentia
tion in value of various roles to the group in so far as maintenance 
and task synergy are concerned). 

**Compet1tion must reduce cohesiveness since its mutually exclus
ive results negate at least one of the "principles of perceptual 
organization" (i.e., "common fate" --see pp.115 -1J7). It should be 
understood that our evaluation of the relative merits of cooperation 
versus competition are limited strictly to their exclusive employment as 
a strategy of group functioning in the pursuit of group goals. The 
discussion of these strategies as intra-group phenomena will be 
supplemented later in the paper by a discussion of cooperation/ 
competition as inter-group phenomena. 
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The basic issues regarding cooperation and competition which 

are relevant to our interests in work design are (1) which situation--

cooperatlon or competition—tends to facilitate the achievement of 

specified goals? and (2) given the first, how is one situation promoted 

or developed over the other? The answer to the first question is 

relatively unequivocal: where group functioning is a determinant of 

goal achievement, a cooperative situation is superior to a competitive 

one. In general, in the cooperative situation one will find: greater 

coordination of efforts (res ipsa loquitur), greater productivity, 

greater specialization of function (each person doing a different thing), 

greater flexibility, better communication, more learning, and higher 

morale. Competitiveness tends to discourage the organization or purpose 

that characterizes a social psychological group. Communication between 

group members is less and conflict arises more easily.* Naturally, 

there is less interrelation of activities in a competitive situation and 

there tend to be more individual functions as opposed to group functions 

(Deutsch, 1949; Shaw, 1958). 

The answer to the second question is perhaps less straight

forward. There are a great number of factors which determine whether 

group members adopt cooperative or competitive strategies. These 

include: the relative power of group members, their past experience 

under similar conditions, their perceptions about each other, task 

requirements and other situational variables, such as the nature of the 

*It has been suggested that decrements in performance resulting 
from the employment of a competitive versus a cooperative strategy can 
be explained in large part by the inherent lack of cooperative communica
tion, rather than any inhibiting effects of competition, per se 
(McGlynn and Schick, 1973; Laughlin and McGlynn, 1967). 
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goals (group and personal), and the degree to which goals can be mutually 

reinforcing, the freedom of communication between group members, 

cotimjnication "fidelity," "noise," group composition, cohesiveness 

and structure, and so on. These various factors are not necessarily 

independent, an added difficulty in achieving the right combination to 

foster a cooperative atmosphere. 

It appears that the first requirement for a cooperative 

situation to evolve is reasonable congruence of personal and group 

goals. Second, the object or circumstance (goal) toward which group 

effort is to be directed (given that its attainment is congruent with 

personal goals) must be attainable by all group members (i.e., goal 

regions for each of the group members are defined so that they can be 

entered, to some degree, by any given individual only if all individuals 

in the group can enter their respective goal regions, to some degree) 

(Shaw and Costanzo, 1970). If goal attainment by some impedes goal 

attainment by others, cooperative effort on the part of the whole is 

unlikely. Next, free and open communication must be fostered between 

all group members. Feedback loops must be established and noise must 

be minimized. The more complex the task(s) required for goal attain

ment, the more important communication becomes and, in line with 

previous discussion on the subject (pp. 138-140), a decentralized 

communication network will be superior to a centralized one. Another 

important factor which is related to communication is interpersonal 

perception. It has been indicated, for example, that the perception of 
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J co-player in the "Prisoner's Dilemma" game* as trustworthy, wil l 

enhance the probability of a cooperative strategy being adopted. 

Players tend to enter cooperative strategies when conditions allow 

free communication (Loomis, 1959). The perception of other group 

manbers as attractive also leads to enhanced cooperation. A prerequisite 

condition for the development of individual attractions is a reasonable 

opportunity to interact, after which, mutual attraction appears to be 

related to both similarity of attitudes and interests, as well as the 

extent to which one person experiences rewards and satisfaction in his 

interaction with the other (McDavid and Harari, 1968). There is some 

evidence to suggest that people whose needs are interlocked in some 

fashion ("need complimentarity"), such that one's need satisfactions 

operate to satisfy the other's, should be mutually attracted (Winch, 

Ktsanes, and Ktsanes, 1955). Sensitivity training (see p. 204) has 

been suggested as a means of improving interpersonal skills and enhancing 

the chances of a cooperative effort taking place 

As George (1970) has pointed out, the concept of cooperation 

has two aspects, the motivational and the behavioral, or response-

coordination aspect: "A man may be said to cooperate simply because he 

tries to achieve the group's objective (motivation), or because he works 

*A non-zero sum game built upon the analogy of two people 
simultaneously arrested and charged with a crime, although their captors 
lack sufficient evidence to convict either of them unless at least one 
confesses. Each prisoner has the option of confessing and receiving 
a minimum sentence i f his partner does not confess, or not confessing 
and receiving a light sentence i f his partner does not confess, or a 
maximum sentence i f his partner does confess. The rational strategy 
IS cooperative; both refuse to confess. 
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efficiently with others to this end (coordination)" (p. 50). In this 

regard, perhaps the major contribution of effective communications in 

fostering a cooperative effort is toward the coordination aspect of 

cooperation. Again, the communication factor becomes Increasingly 

important to this aspect of cooperation as task complexity Increases. 

George (1967) has pinpointed another important. If often over

looked, factor in promoting a cooperative effort; this Is specific 

instruction on coordinating behaviors. In a series of Ingenious field 

experiments involving army infantry squads, George demonstrated that 

squads which received specific instruction on intra-team coordination 

performed significantly better on a live-fire attack problem than squads 

which had received only the traditional instruction. It appears that 

coordination in less structured but formal groups ("team" versus "crew") 

is enhanced to the extent members learn to initiate coordination 

responses to unpredictable events (Bonney and George, 1960; George et 

al., 1969). 

Summary 

An individual's personality, which is made explicit in the 

emergent patterns of his behavior, is shaped by his interaction with his 

environment. The environment, in turn, is shaped by the same interaction. 

Differences between individuals may be traced to the differential 

aspects of their inherited characteristics and the differential aspects 

of their experential exposure; these aspects are interdependent. 

Although environmental attributes may vary for individuals 

and/or for groups of individuals, the processes which function through 
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the environment to determine human behavior are identical for all 

individuals and for all environments. One of the most powerful of 

these processes is the Law of Effect, a general statement of which is 

that the consequences of behavior affect the probability that similar 

behavior will occur in the future under similar circumstances. A 

derivative of the Law of Effect -- the principle of reinforcement — 

has great generality and plays a very Important part in the molding of 

human behavior. This principle states that behavior which is followed 

by a reinforcing event is more likely to occur in the future under 

similar circumstances. 

In general, the reinforcing properties of any given stimulus 

event do not lie so much in the event as in the indiviudal, although 

there are a limited number of stimuli which appear to have pervasive 

reinforcing potential (e.g., food, water, sex, and the avoidance of 

pain in general). Most reinforcers that operate in the environment to 

shape human behavior have acquired their reinforcing value. Many of the 

most powerful reinforcers, in addition to being acquired, are general--

they serve as a means to many different ends. Many of these "generalized 

conditioned reinforcers" gain their value for individuals as a direct 

result of the influence these reinforcers have displayed in past 

encounters with other individuals, as well as their instrumental 

attributes in so far as more fundamental reinforcers are concerned. This 

process of value acquisition and discrimination as a result of inter

action with other individuals is perhaps the fundamental mechanism in 

"socialization" (i.e., integration of the individual into society). 
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An individual's perception of reality, the way he organizes 

his experience and understanding of the world, his values, concepts, 

habits, skills, arts, and institutions are inextricably wound up in 

his socialization. Socialization is the profound mediator of an 

individual's selection, intensity, and persistence of behavior (i.e., his 

"motivation"). It Is the template with which we trace the formation 

of relatively stable systems of learned motives toward particular 

environmental stimuli (i.e., attitudes). 

The means whereby a society maintains its structure and 

organization, enhances its functioning, and produces the things that 

make up its culture, are provided for in the process of socialization. 

Through socialization, aspects of an individual's behavior are con

trolled by the society to which he belongs. Uniformities of behavior 

among individuals belonging to the same society, and the uniform 

kinds of experiences afforded members of that society are largely 

products of a relatively uniform process of socialization. 

A society may be defined as an organized community (group) of 

interdependent individuals seeking a common goal--the perpetuation of the 

society (if not its institutions) in order to facilitate the achieve

ment of its individual member goals--by operating on matter and/or 

energy, and/or information. In this sense, society is a system and, 

moreover, an open system through its interdependence with the environ

ment as a whole. The social-psychological bases of the social system 

comprise the role behaviors of its members, the norms prescribing and 

sanctioning these behaviors, and the values in which the norms are 

embedded (Katz and Kahn. 1966). 
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On any scale of human interaction, the same general social psy

chological processes and/or factors are operative, whether it be 

a dyad, a small group, an organization, or society as a whole. We 

have discussed in this chapter the occurrence and function of social 

stimuli in man's affiliation with his fellows. We have considered 

the consummatory and instrumental properties of these stimuli in so 

far as social reinforcement is concerned. The principle of 

reinforcement is the same, whether the reinforcer be praise or 

produce, but the reinforcing properties of a given stimulus event may 

vary with the role setting an individual finds himself in. Role 

relationships themselves are based on the nature of the interdependencies 

among individuals in their quest for reinforcement. Certain rules of 

conduct, or "norms" are prescribed for behavior in social settings 

and failure to head these rules may result in sanctions, which are 

themselves the manipulation of potentially reinforcing events. 

Control over these stimulus events constitutes power and the greater 

the control the greater the power. And, thus, it goes; whatever 

aspect of the social system we choose to explore--leadership, coopera

tion, cohesiveness, etc.--we will find somewhere the profound 

influences of socialization and the ubiquitous Law of Effect. 

In chapter II we presented an illustration of the "inter

dependent subsystems of the business environment"(fig. 2 , p. 21), 

pointing out the dynamic nature of these subsystems, in addition to 

their interdependence, and indicating that the resulting complexity 

IS what we must ultimately come to grips with in work design. The 

purpose of our excursion into the topics of Determinants of 
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Behavior, Motivation and Attitude, and Social Influences has been to 

better prepare us for this venture. 

Let us consider for a moment some of the concepts and/or 

findings discussed in the last three chapters as they relate to 

figure 2 . Starting with the individual, we have found that one of the 

most important processes in his functioning is the Law of Effect. This 

well-established, basic concept is a common thread running through 

practically all of our considerations of both individual and group 

behavior. We should also be aware that cognitive factors are the basis 

for our consideration of "antecedent inputs," as shown in the diagram. 

Perception, cognition, and expectancy are necessary corollaries of the 

Law of Effect. Further, it must be remembered that generally an object 

or consequence (i.e., a "stimulus event") has reinforcing or aversive 

properties only in relation to an individual. Thus, for example, if we 

take "sensitivity" to mean the ability to discriminate clearly among 

individuals on the basis of their characteristics, then "sensitivity 

training," if it is effective, would be a positive factor in structuring 

a successful management strategy. Another related consideration deals 

with the concept of instrumentality, discussed as a factor in Vroom's 

(op. cit.) theory of work and motivation (pp. 81 - 83). If work 

behavior is carried on by an individual from a strictly instrumental 

orientation—valued primarily as a means to nonwork ends rather than for 

its intrinsic rewards--then It represents a "cost" to the individual 

which he will attempt to minimize with respect to whatever other 

constraints are operative in the work environment. Finally, it 

is absolutely essential to realize the importance of feedback in 
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all of the foregoing concepts--the Law of Effect is simply inoperative 

without i t (see f i g . 4 , p. 35 ) , to say nothing of purely directive 

aspects of knowledge of results (KOR). The positive influence of 

feedback or KOR on learning and performance is one of the best estab

lished findings in the research l i terature (Ammons, 1956; Bilodeau and 

Bilodeau, 1961; Church and Camp, 1965, etc.) and does not require 

elaboration here. I t may be useful, however, to mention certain 

important attributes which feedback should have i f i t is to be most 

effective. These are: specificity and relevance, accuracy and objectiv

ity, timeliness, completeness and conciseness. 

Moving on to the group, we have found f i r s t that the 

opportunity for an individual to interact with others is the basis for 

the occurrence of "social stimuli." These social stimuli can have value 

for the individual and be important factors in determining his 

behavior. In fact, i t has been shown that restricted opportunities 

for interaction in a work situation have led to dysfunctional work 

behavior (Walker and Guest, 1952; Jasinski, 1956). Generally speaking, 

an individual's behavior in joining a group has the same basic founda

tions as any other of his behaviors ( i . e . , he perceives the consequences 

of such an action as contributing in some way, either directly or 

indirectly, to his well-being). The tendency of a group to form and 

stay together ( i . e . , i ts cohesiveness) is a function of proximity, 

similarity, and common fa te . . Shared goals are one aspect of 

common fate. I f the group under consideration represents (or is) the 

business organization, then such things as absenteeism and turnover 

must certainly be related to these same factors. The diagram of 
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figure 2 representing the group as a subsystem of the business environ

ment is consistent with the definition of a social psychological 

group as an organized system of interrelated individuals (p. 21). 

Group structure refers to the systematic organization that integrates 

group members. The group functions to achieve some goal. The individ

ual group members may experience conflict between personal and group 

goals. The group will attempt to maintain behavior consistency 

among its members by establishing and enforcing group norms, which are 

vital regulative mechanisms in maintaining group organization. Like 

the individual, the group depends on effective feedback in order to 

function properly. Further, the attributes of the communication 

network operative in the group will be an important determinant of its 

products and the satisfactions of its members. A well-organized, well-

informed, cohesive work group as a part of an organization can be 

a powerful influence on the achievement of organizational goals. By 

the same token, a well-organized, well-informed, cohesive group of 

workers apart from the organization can be a powerful impediment to 

the achievement of organizational goals. 

The organization itself consists of the patterned activities 

of a number of individuals. These activities are interdependent, 

generally repetitive, and relatively enduring (Katz and Kahn, 1966). 

An organization may be one group or many subgroups. There are both 

formal and informal role relationships and norms. There are individual 

goals, group goals, and organization goals—seldom identical--the 

organization functions effectively if they are at least compatible. 
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Thus, an organization is first and foremost its people and the social 

system which they form--the concepts of individual and group 

behavior are directly relevant to the study of organizational 

behavior. 



CHAPTER VI 

WORK DESIGN 

Earlier In the paper (p. 25), we discussed briefly the con

tributions of Frederick W. Taylor to the understanding of various 

aspects of man and his work. Taylor's pioneering work on "time 

study," together with the development of "motion study" by Frank and 

Lillian Gllbreth, can be considered the beginnings--around the turn 

of the century--of what we now call "industrial engineering." With 

the founding of the American Institute of Industrial Engineers in 

1948, the following definition of the discipline was offered: 

Industrial engineering Is concerned with the design, 
improvement, and installation of Integrated systems of 
men, materials, and equipment; drawing upon specialized 
knowledge and skill in the mathematical, physical, and 
social sciences, together with the principles and methods 
of engineering analysis and design, to specify, predict, 
and evaluate the results to be obtained from such 
systems.* 

The development of Industrial engineering in this country was 

paralleled to a large extent by the development in Western Europe of 

a related discipline, "ergonomics." The Ergonomics Research Society 

was founded In Great Britain in 1949 and brought together individuals 

from a wide variety of disciplines whose work was in any way related 

to the area of human performance, including design engineers. 

*From the AIIE Long-Range Planning Committee, as quoted in 
1QAA r^ on Barnes, 1964, p. 20. 
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illuminating engineers, industrial hygienists, psychologists, 

physiologists, and so on. 

There has been a great deal of cross-fertilization between 

industrial engineering and ergonomics, but both retain their 

individual flavor. Ergonomics has traditionally emphasized anatomical 

and physiological factors in equipment and work design, as Illustrated 

by the Ergonomics Research Society's definition of the field, viz: 

Ergonomics is the study of the relation between man and 
his occupation, equipment and environment, and particu
larly the application of anatomical, physiological, and 
psychological knowledge to problems arising therefrom. 

Industrial engineering initially concentrated on time and motion study 

and work analysis and design, including work methods design, process 

and operations analysis, work sampling, plant layout, and the develop

ment of wage-rate payment systems. It has since expanded to include 

four primary areas of concern: (1) management systems and controls, 

(2) manufacturing science, (3) operations research and statistical 

analysis, and (4) biotechnology and human performance.* 

The appearance, during the Second World War, of complex 

equipment which made demands on man, the operator, in terms of such 

things as his sensory, perceptual, judgmental and decision-making 

abilities, gave rise in this country to the emergence of a new special 

discipline, variously called human engineering, human factors 

engineering, or just human factors. Its concerns are identical with 

those of ergonomics and overlap industrial engineering concerns in 

*These headings are taken from the Graduate Catalog for 
Texas Tech University and may differ slightly for other institutions. 
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the area of biotechnology and human performance. Chapanis (1969) 

has defined human factors engineering as being "concerned with ways 

of designing machines, operations, and work environments so that they 

match human capacities and limitations" (p. 118). The primary 

emphasis of human factors has been to improve the match between 

men and machines (Chapanis, Ibid.). 

If any one phrase can convey the common orientation of these 

three f1elds--ergonom1cs. Industrial engineering and human factors--

as far as human performance Is concerned, it is "man-machine systems." 

For the most part, this orientation has excluded the broader aspects 

of the work/organization environment, including, most Importantly, 

for our purposes, social psychological factors. According to 

Murrell (1965), for example, such things as "man's relations with his 

fellow workers, his supervisors, his management . . .," are "peripheral 

to ergonomics, but not at present considered part of the field" 

(p. xiii). In Industrial engineering, the concern with human 

performance centers on such things as work physiology; anthropometry 

applications of biotechnology in industrial settings; the effects of 

thermal, noise, vibration and other physiological stresses; mechanics 

of the body; and so on. Likewise, human factors is concerned with 

physiological reactions to environmental stresses, sensory 

capacities as related to Instrument and display indications, the 

ability to make correct control movements, etc. The concern with such 

things as job satisfaction, human motivation, work groups, social 

conditions, and human relations, worker alienation, and principles of 

^'elnforcement and their application to incentive systems actually come 
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to the fore in another field altogether--that of management—apparently 

because, like management, the ability to deal with such concerns was 

considered an art rather than a science.* 

Behavioral Science Strategies 

We have described earlier (pp. 26-28) how the "human 

relations" school of management emerged from the Hawthorne studies 

and how the "behavioral science" school of management followed in the 

1950s. Filley and House (1969) have described the behavioral science 

approach as 

. . . the study of observable and verifiable human behavior 
in organizations, using scientific procedures . . . largely 
incentive and problem centered, focusing on the issue of 
human behavior, and drawing from any relevant literature, 
especially in psychology, sociology and anthropology (p. 8.) 

Some of the key figures in the human relations approach and, 

later, the behavioral science approach have already been discussed or 

mentioned--Elton Mayo, Douglas McGregor, Frederick Herzberg, Victor 

Vroom, etc.; there are many others. L. E. Davis, for example, was one 

of the first authors to question the efficacy of unlimited job 

rationalization and to advocate "job enlargement" in the Journal of 

Industrial Fnginppring (see Davis and Canter, 1955). Fritz 

Roethlisberger and W. J. Dickson (1939), who published the original 

description of the Hawthorne studies, have also been prominent in the 

human relations area. In Great Britain, E. L. Trist and K. W. Bamforth 

*Naturally, these areas were the subject of research in the 
field of psychology as well, but this research was primarily basic 
rather than applied and not concerned with work design, per se. 
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(1951) are well known for their studies of the social psychological 

effects of technological change on a British deep-seam coal mining 

operation (we will have more to say on the Trist-Bamforth studies 

later in the paper). Chris Argyris, Warren Bennis, Lester Coch and 

John R. P. French, Jr., Mason Haire, George Homans, Rensis Likert, 

James March and Herbert Simon, Walter Nord, Morris Viteles, and 

William F. Whyte also deserve more than passing notice. And there are 

others, too numerous to mention. From their work arose a body of 

knowledge which, in its applied form, has been capsulized under the 

three broad categories of management strategy defined earlier in the 

paper (pp. 13-16): enrichment, involvement, and incentive. The 

remainder of this chapter will be devoted to a detailed examination of 

these strategies in theory and practice. 

Enrichment 

As defined earlier in the paper, job enrichment is a strategy 

for work design which is primarily concerned with job content. This 

orientation can be attributed to the roots from which the enrichment 

strategy sprang (i.e., Herzberg's Motivation-Hygiene Theory, discussed 

at length in chap. IV, pp. 63-65). According to Herzberg (1968), the 

factors which operate in the work environment to build relatively 

lasting job satisfaction and motivation are: the work itself, achieve

ment, recognition for achievement, responsibility, and possibility of 

growth or advancement. In Maslow's terms, these are higher-level 

needs (see p. 57). It is not surprising, then, that Herzberg's 

"principles of job enrichment" involve the manipulation of these 

factors, as shown In table 12. 
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TABLE 12 

PRINCIPLES OF JOB ENRICHMENT 

Principle Motivators Involved 

1. Remove controls while retain
ing accountability 

2. Increase the accountability of 
individuals for their own work 

3. Give a person a complete, 
natural unit of work 
(module, division, area, 
etc.) 

4. Grant additional authority 
to an employee in his 
activity; job freedom 

5. Make periodic reports 
directly available to the 
worker himself, rather than 
to the supervisor 

6. Introduce new and more 
difficult tasks not 
previously handled 

7. Assign individuals 
specific or specialized 
tasks, enabling them to 
become experts 

Responsibility and achievement 

Responsibility and recognition 

Responsibility, achievement, 
and recognition 

Responsibility, achievement, and 
recognition 

Internal recognition 

Growth and learning 

Responsibility, growth, and 
advancement 

SOURCE: Adapted from Herzberg, 1968. 

Herzberg differentiates between job enrichment, which entails 

what he terms "vertical job loading," and the older concept of "job 

enlargement," which Herzberg termed "horizontal job loading," adding 

one or more meaningless tasks to the current one. Herzberg categorized 

the traditional attempts at "job rotation" in the latter category. A 
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number of other "popular" approaches to "motivating" employees come 

under Herzberg's criticism, including the following:* 

reducing time spent at work -- "This represents a marvelous 
way of motivating people to work--gett1ng them off the 
job! . . . the fact is that motivated people seek more 
hours of work, not fewer." 

fringe benefits — "These benefits are no longer rewards; 
they are rights." 

human relations train1ng--"Th1rty years ago, it was 
necessary to request, 'Please don't spit on the floor.' 
Today the same admonition requires three 'pleases' 
before the employee feels that his superior has demon
strated the psychologically proper attitudes toward him." 

sensitivity training—"The failure of sensitivity training 
is now being explained, by those who have become the 
opportunistic exploiters of the technique, as a failure . . . 
to conduct proper sensitivity training courses." 

job participation--". . . became a 'give them the big 
picture' approach . . . if a man is tightening 10,000 
nuts a day on an assembly line . . . tell him he is 
building a Chevrolet. Real achievement requires a task 
that makes it possible." 

Herzberg advises that job enrichment is not a one-time proposi

tion, but rather a continuous management function. In initial attempts 

at enrichment, there may be a temporary drop in performance as employees 

become accustomed to new concepts and procedures. Further, first-line 

supervisors may have some misgivings about the effort, resulting from 

their fear that their functions and responsibilities are being 

abrogated and passed on to their subordinates, thereby threatening 

their own jobs. This should pass as supervisors become aware of the 

advantages of the concept to themselves, as well as employees. In 

fact, supervisors will find they have more time to do the things they 

^Herzberg (1968), in Nord (1972), pages 67-69. 
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should have been doing all along (e.g. , planning and problem solving). 

Finally, Herzberg states that not al l jobs can be enriched, but many 

can; and there are significant gains to be realized i f they are. 

If you can't enrich a job, don't employ someone on I t who has the 

ability to do much more, or you will have a motivation problem 

(Herzberg, 1968). 

Successful applications of job enrichment are reported in 

Herzberg (1968) and Paul, Robertson, and Herzberg (1969). The 

subjects of the Herzberg study were "stockholder correspondents 

employed by a yery large corporation." The enrichment changes made 

to the correspondents' jobs were: 

1. Subject matter experts were appointed within each 

unit for other members of the unit to consult with before seeking 

supervisory help 

2. Correspondents were allowed to sign their own names to 

letters, rather than having supervisors sign letters 

3. Proofreading by supervisors was reduced for more 

experienced correspondents 

4. Correspondents were no longer constantly reminded of the 

number of letters that needed to be answered each day 

5. Outgoing letters were routed directly to the mailroom 

without having to go through the supervisor 

6. Correspondents were not required to follow a "form-letter" 

approach as standard practice 

7. Correspondents were held personally responsible for the 

quality of their letters 
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Herzberg reported better performance and Improved attitudes as a result 

of the exercise. 

Paul et al. (1969) reported on studies carried out in 

British companies involving laboratory technicians, sales representa

tives, design engineers, and factory supervisors. In the first study, 

management in the industrial research department of a firm had problems 

with their laboratory technicians, or, as they called them, "experimental 

officers" (EOs). These employees had the job of Implementing experi

mental programs devised by the department's scientific personnel. This 

involved setting up the appropriate apparatus, recording data, and 

supervising laboratory assistants who carried out simpler operations. 

The EOs were dissatisfied because they felt their technical ability 

and experience were wasted in such routine labors. Management's 

objective was to make better scientists of the EOs and, presumably, 

satisfy their need for more challenging work. The experimenters' 

plan for accomplishing the objective involved three areas: (1) increas

ing responsiblities; (2) Increasing Involvement; and (3) increasing 

authority. Under the first area, the EOs were allowed to write their 

own reports on projects, follow up their own ideas and report on them, 

and develop and implement training programs for junior staff. In the 

second area, EOs were permitted to assist in project planning, the 

planning of experiments, target setting, and interviewing candidates 

for lab assistant jobs. Finally, the EOs were granted authority to 

check and sign their own reports and to requisition any materials and/or 

equipment, request analyses, or order services (e.g., maintenance) they 

felt were required, all on their own signature. As a result of these 
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actions, the authors reported an improvement (measured on an objective 

scale) in the number and quality of scientific reports submitted by 

the EOs. Unfortunately, study methodology prevented the testing of 

"before-after" job attitudes. The second study dealt with the sales 

representatives of a wholesale and retail outlet. The situation pre

sented by the authors was one in which the company in question had a 

healthy share of the market but was in a static growth period, and 

its position was being threatened by competition. The critical factor 

in this situation was determined to be the sales representatives' 

efforts. The conditions of employment for these individuals compared 

favorably with the rest of the industry and a job reaction survey 

indicated general job satisfaction. A program of job enrichment was 

undertaken with the objective of regaining the initiative in the sales 

area. The primary theme of the program was to "build the sales 

representative's job so that it became more complete in its own 

right." First, in the area of responsibilities, the sales representa

tives began to determine their own frequency for calling on customers 

and maintaining their own records on their calls. Reports by the 

sales representatives were filed according to their discretion. The 

sales representatives were granted the authority to settle customer 

complaints up to $250 on their own signature, to buy back faulty 

material or excess material and decide on its disposal, and to set 

their own price on their products within a range of tlO percent of the 

company norm. Finally, technical services were provided to the 

sales representatives "on demand," on a first priority basis, and 

without prior paperwork; communication was by direct contact. 
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Results of the program included: (1) a 19 percent Increase in sales 

(sales representatives not on the program experienced a 5 percent 

decrease in sales); (2) an Improvement in sales over the rest of the 

industry by 6 to 7 percent; (3) an Increase in dollar revenues over 

other sales representatives; (4) more favorable job reaction survey 

results. The other studies cited by Paul et al. produced similar 

results using essentially the same philosophy (i.e., redesigning jobs 

to provide more latitude in decisions, a larger voice in company 

policy, and greater authority and responsibility, in general). There 

was one exception to the generality of the findings involving the 

factory foremen. Of two experimental groups, one improved on its 

job reaction survey and the other did not. The conclusions of Paul 

et al. from these studies are as follows: 

1. Positive results of job enrichment can be obtained under 

differing circumstances for people doing different jobs at different 

levels 

2. Meaningful results can be obtained for "real-life" situ

ations very far from the "experimental ideal" 

3. Jobs can be enriched without inevitably facing demands for 

higher pay or better conditions to match new responsibilities 

4. Enriching the jobs of subordinates results in more time 

for meaningful responsibilities for supervisors—their jobs are not 

"impoverished," but are also enriched 

5. The gains from job enrichment seem to relate more to 

performance than to satisfaction; at least in the short term, 

"attitudes do not change overnight. Satisfaction is the result of 
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performance, not vice versa . . . " 

6. Participation is not a substitute for job enrichment 

but, rather, an important part of i t i f i t is "participation in the 

act of management" and not a "consultative exercise" designed to give 

employees a "sense" of Involvement 

7. Job enrichment changes should be made non-selectively--

without regard to individual differences--as long as the changes are 

"opportunities rather than demands"; in this way, there is no reason to 

fear adverse reactions and while poor performers may remain poor, good 

performers will get better--". . . the existence of individual 

differences is no bar to investigating the possiblities of job 

enrichment" (pp. 72-78). 

Robert N. Ford, of AT&T, is one of enrichment's more dedicated 

advocates and practitioners, readily acknowledging Herzberg as the 

inspiration of his programs at AT&T. In his book on "work motivation," 

Ford (1969) stated that in order to engender long-range job satisfaction 

in employees, they must be provided "work motivators." These work 

motivators are Herzberg's "motivation factors" ( i . e . , achievement, 

responsibility, e tc . ) . Productivity, however, does not derive from 

job satisfaction; but, according to Ford, " . . . good performance--

good productivity in a useful task--leads to good employee job 

attitudes" (p. 97). Ford's approach to job enrichment is illustrated 

in the following case study. Involving telephone framemen. These men 

were performing work required in the installation of private-line 

telephone circuits. At the start of the study, the work was 

organized as shown on the le f t of figure 26. There were approximately 
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Fig. 26. Before/after framemen work organization 
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forty men involved in the study, belonging to two work groups. The 

first group received the service orders, prepared a cross-connection 

card, and then transferred the card to the second group (see fig. 26). 

The second group performed the frame work and conditioned the equipment 

as indicated and, after reporting completion of the work to the plant 

manager, transferred the completed circuit back to group one. Here, 

the circuit was tested and if found satisfactory, "turned up" to the 

customer. If any trouble was encountered with the circuit, it was 

returned to group two, who then cleared the trouble, reported a comple

tion, and returned the circuit to group one again. The problems 

encountered under this work arrangement were: (1) a high error and 

reject rate, (2) consistent failure to meet schedules, (3) excessive 

time spent in coordination, (4) no way of identifying responsibility for 

poor quality work, (5) no pride in work, (6) low morale, and (7) a worker-

generated "bogey" on productivity. Ford's approach v/as to reorganize the 

work as shown on the right of figure 26. Groups were split out into work 

teams of two or three men each, all of which reported to the same plant 

manager. Each team was responsible for the complete installation of a 

particular circuit, from write-up through turning it up to the customer. 

Ford referred to this as horizontal job loading, but not in the sense 

used by Herzberg (p. 160), in that the procedure used in the Ford approach 

served to give the workers a "complete, natural unit of work." However, 

Ford did provide vertical job loading by giving the men opportunities 

for additional responsibility and authority (outside the normal pro

motional avenue) as they became capable of assuming it. This 

included supervision of the work team, determination of work 
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priorities, negotiation of temporary force changes, dealing directly 

with customers, and so on. 

In discussing the results of this study. Ford stated that "this 

study supports Herzberg's theory that there are great gains to be 

realized by giving the employee challenging work assignments and by 

holding him responsible for performing his job competently and 

completely" (p. 255). Despite this enthusiastic endorsement, it is 

hard to see from Ford's data where any "great gains" were actually 

made. For example, on comparisons with men who were not included in 

the enrichment program, the following facts are given: (1) absenteeism 

did not Improve and remained higher than controls; (2) tardiness 

improved, but remained slightly higher than controls; (3) average 

units completed per man was actually slightly lower for experimental; 

(4) overtime for experimentals dropped considerably, whereas controls 

remained the same, but controls were generally much lower in the first 

place; (5) percent of work completed improved from 50 to 100 percent--

controls already had a 100 percent completion rate; and (6) frame 

errors for the experimental dropped from 80-90 to 50-60—there was 

no like measure for controls. The fatal blow is yet to come, however, 

for the above comparisons were made between groups of workers doing 

different types of jobs! As for "job satisfaction," only six of 

thirty-eight workers in the experimental group returned a job 

satisfaction questionnaire administered at the beginning of the study, 

and only nine returned the same questionnaire administered at the 

end of the study. Out of a possible 80 score for high job satisfaction, 

respondents scored 29.6 on the average at the beginning of the study 
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and 23.5 at the end of the study! It Is instructive to note that, 

as Ford pointed out, the union in this case was not informed of 

the enrichment program or the reason for the questionnaire. Ford 

suggested it was union opposition that was responsible for the 

questionnaire results and stated that "in view of the limited participa

tion in completing the questionnaire, there are no truly scientific 

facts available to substantiate any change in the feeling of the 

workers" (p. 251). As for more quantifiable results. Ford stated: 

"The measurements employed in this project were not sufficiently 

sophisticated to determine with any degree of validity the dollar 

gains or losses resulting from this approach" (p. 253). 

Despite the methodological flaws in Ford's study and the 

subsequent lack of a sound scientific basis upon which to judge its 

results, it does provide an insight into the application of the 

enrichment strategy in a "natural setting" and some of the problems 

one may encounter in the process (not the least of which is the 

development of an objective means of measuring results). We will have 

more to say about this later in this section. 

Ford (1973) expanded on his ideas of job enrichment in a more 

recent Harvard Business Review article, in which he stated that 

The strategy of job enrichment can be broken down into 
these aspects--improving work through systematic changes in 
(a) the module of work, (b) control of the module, and 
(c) the feedback signaling whether something has been 
accomplished, (p. 97) 

According to Ford, work modules are defined so that employees are 

provided a "natural area of responsibility," in which "horizontal 

slices of work" have been accumulated in order to create (or recreate) 
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one of the following three entitles: (1) a customer (usually someone 

outside the business), (2) a client (usually someone inside the 

business, helping the employee serve the customer), (3) a task 

(in the manufacturing end of the business, for example, where. Ideally, 

individual employees produce complete items). As far as control of the 

module goes. Ford believed that as the employee gained experience, 

the supervisor should continually turn over additional responsibility 

until the employee is handling the work completely. As examples. 

Ford stated that employees had been given the responsibility and/or 

authority to: make their own budgets, set credit ratings for 

customers, reject a run or supply of material for poor quality, cut 

off service for non-payment, secure a deposit, perform work other than 

that stipulated on the work order after negotiating it with the 

customer, and so on. In all cases. Ford emphasized that knowledge of 

results of the employee's efforts (feedback) should go directly to the 

employee. 

Another enrichment-related concept practiced by Ford (1973) 

is what he has termed "job nesting." This involves the formation of 

"mini-groups," or work teams, described by Ford as ". . . a set of 

mutually supporting employees, each of whom has a meaningful module 

or part in meeting the needs of customer/client/task." It includes 

". . . laying out the work area differently to facilitate interaction 

among responsible people" and the assignment of a dedicated set of 

customers to each group. Ford reports favorable experience with job 

nesting involving Southwestern Bell service representatives, including 

improved productivity, fewer errors, decreased turnover and better 

employee attitudes. 
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David Sirota and Alan Wolfson have discussed many of the 

obstacles to job enrichment and methods they have found successful 

in surmounting them (Sirota and Wolfson, 1972a, 1972b), defining 

job enrichment as 

. . . the redesign of a job to provide a worker with 
greater responsibility, more autonomy in carrying out 
that responsibility, closure (a complete job), and 
more timely feedback about his performance, (p. 8) 

Sirota and Wolfson (1972a) have stated that the concept of job enrich

ment "... gets its greatest play in the management development 

classroom"; but back on the job, application of enrichment principles 

in the actual modification of jobs has simply not occurred with the 

frequency it should. Obstacles discussed are listed below. 

1. Educational--many managers lack the procedural knowledge 

required to translate job enrichment concepts into specific changes 

in work design, while some are unaware of the concept altogether. 

2. Ideological--job fragmentation and rigid controls over 

workers are still viewed by many companies as necessary corollaries 

of efficiency and productivity. 

3. Organizational--typically, organizational pressures favor 

short-term results over long-term returns and, thus, tend to oppose 

enrichment. Also, organizations are dynamic and personnel turnover 

in the managerial ranks tends to impede long-term projects. Finally, 

the vested interests of functions may present obstacles to the transfer 

of tasks for enrichment purposes. 

4. Managerial--managers often feel safer with the status quo. 

Change carries the threat of something going wrong and their being 
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blamed for it. Managers sometimes feel changing is an implicit 

admission of past failure. Some feel Inadequate and/or uncomfortable 

with the proposed changed conditions. Many managers see enrichment 

as a threat to their responsibilities, control, authority, and, finally, 

their jobs themselves. 

5. Technological--enrichment Is often viewed as too risky to 

warrant the large Investment required in some technologically con

strained work environments. 

6. The "enricher"--the job enrichment consultant and/or 

practitioner is sometimes bound up in his own set of prescribed 

rituals, and his dogmatic and puritanical approach to work reform 

often spells doom to the effort. 

7. Diagnosis--The proper application of enrichment principles 

requires a systematic diagnosis of the organization in order to pin

point problem areas and suggest required improvements; without it, 

the effort is likely to work to the disadvantage of everyone 

concerned. 

8. "Prove it here"--There is a strong tendency of company 

executives and managers to consider their organizations as unique, and 

no amount of evidence that enrichment has worked in other organizations 

is likely to convince them a priori that it will work in their own. 

9. "Nothing new here"--This is the reaction of managers who 

claim that they are already practicing enrichment wherever possible, 

and there's no necessity to pursue the matter further. 

10. Time--The proper implementation and pursuit of enrichment 

goals requires a considerable amount of time on the part of managers, 
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who are often simply unwilling to invest their already limited time 

in an effort they may not fully understand or appreciate. 

11. The employee—Job enrichment cannot compensate for 

incompetence, nor can it alter a deeply ingrained fear and, in turn, 

dislike of responsibility. Failure of the enrichment concept to 

produce results Is often a result of a lack of consideration for indi

vidual differences and insufficient training and preparation. 

Notice that this last item on the Si rota-Wolfson list appears 

at first glance to be In conflict with the conclusion reached by Paul 

et al. (p. 166} that enrichment should be undertaken unselectively, 

without regard for individual differences. We will deal with the 

subject of individual differences and job enrichment in more detail 

later in this section. 

We might add one more item to the Siorta-Wolfson list and 

round it out to an even dozen--unions. As Illustrated in Ford's 

framemen study (pp. 166-170, union opposition can cause any enrichment 

effort serious difficulties. Our number twelve on the list of 

obstacles would then be: 

12. Unions—Where unions exist in an organization, it is 

essential to Inform them of the purpose and scope of the enrichment 

effort; otherwise, the effort may be Impeded or blocked altogether by 

union apathy or outright opposition. This is almost certain to be the 

case where unions are not at least kept informed; it may occur even 

when unions are Informed due to fear on the part of unions that their 

influence may somehow be degraded. 
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Sirota and Wolfson (1972b) have described an approach used 

in "a large manufacturer of electrical equipment" which served to 

overcome the obstacles outlined above, cautioning, at the same time, 

that the approach was tailored to meet the needs of "Company X" and 

may or may not work in other settings. The approach consisted of 

four phases, described below. 

Phase I - Diagnosis. The company had a systematic attitude 

assessment program covering such items as pay, supervision, advance

ment opportunities, and the work i tse l f . The data obtained from 

this source were used to pinpoint the "locations, causes, and con

sequences of low employee morale," and "design a strategy for 

organization improvement, with job enrichment the component recommended 

to correct job content problems" (p. 10). 

Phase I I - Top Management Exposure. A program was conducted 

to present the problems and recommended solutions to the general 

managers and their immediate staff in the company's various plants. 

Analyses of attitude data were organized into easel chart presenta

tions, with "manpower uti l izat ion" as the central theme. Recommenda

tions involving job enrichment were presented in terms of actions 

required rather than generalizations. 

Phase I I I - Training. Intensive, week-long training programs 

were conducted for selected staffs in each plant. The number of 

participants--termed "key men"--averaged about eight per plant. They 

came from a wide variety of functional areas, including industrial 

engineering, production control, personnel, finance, and production 

management. The basic objective of the program was to give key men 
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"sufficient theoretical and technical background to work as 

consultants to managers Interested in ini t iat ing and carrying through 

job enrichment projects In their departments" (p. 11). The training 

program contained the following elements: 

1. Theories of work and motivat1on--the concepts of Maslow, 

McGregor, and Herzberg, plus the viewpoint of traditional "scientific 

management" 

2. Job design--the translation of motivational concepts into 

actual job content changes 

3. Idea generation--methods for generating sound enrichment 

ideas 

4. Implementation strategies--procedures for the planning and 

introduction of job changes 

5. Evaluation--methods for measuring the effects of job 

enrichment on employee attitudes and performance 

6. Group leadership--simulation exercises to Increase group 

leadership skil ls 

7. Selling—ways to market job enrichment to a fac i l i ty 

The educational techniques used in the training program 

included lectures, f i lms, role playing, and a "model job content 

workshop." This involved the trainer working with a group of line 

managers in enriching an actual job in their areas. 

Phase IV - Job Enrichment. This was the final phase of the 

effort in which al l the preparation was brought to bear on the 

actual problem of enriching jobs. This phase consisted of specific 

diagnosis to determine the need for enrichment in a given subunit or 
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function; work flow analysis to provide an "objective and comnon 

picture of the attributes of the job to be modified"; selection of the 

"enrichers" (i.e., the individuals to be charged with the actual task 

of work modification); idea generation and screening; Implementation 

of the strategy; and, finally, evaluation of the efficacy of the 

strategy. 

In their discussion, Sirota and Wolfson (1972b) provided four 

examples of the some thirty job enrichment projects undertaken. The 

first case involved silicon wafer slicing for integrated circuits. 

Workers here were essentially "machine tenders" and the work was 

considered to be "technologically constrained." Enrichment changes 

included giving each operator responsibility for two machines only 

(instead of having operators rotate between all machines) and, after 

training, giving the operators maintenance responsibility for the 

machines (previously, they had to call maintenance). The operators 

were given the responsibility of determining when the slicing blade should 

be replaced and the authority to have a new blade installed (the blade 

was the most important component of the machine, and its wear and 

replacement had been covered by rigid rules prior to the enrichment 

changes). Finally, a performance feedback system was developed so 

that operators received daily information on their work quality. The 

second case involved the final assembly of electronic devices. Here, 

assemblers were simply given the responsibility for testing the 

devices, a job which was previously accomplished by highly skilled 

test technicians and required prior training for the assemblers. In 

the third case, assembly of electronic devices was again the focus. 
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In this situation, five single operations were combined into one 

complete job. The fourth case involved the assembly of power supplies 

on a highly fragmented line. Here, three- to five-man teams were set 

up and given the responsibility to build the entire unit. The teams 

decided who would do what and conducted their own quality audits. The 

results of these changes included improved employee attitudes in every 

case, plus reduced maintenance costs, higher productivity, fewer 

rejects, reduced absenteeism, and a decreased incidence of delays 

due to parts shortages. 

In the view of Sirota and Wolfson, the aspects of the above 

procedure most important in overcoming obstacles to job enrichment 

were: 

1. Diagnosis--"Specifying the degree and location of job 

content problems . . . eliminated much of the guesswork about the need 

for job enrichment." Additionally, the survey data provided concrete 

evidence necessary in convincing managers that modification was 

necessary. 

2. Guidance--Managers were provided with "key men" who were 

thoroughly trained in job enrichment techniques and who served to 

get the effort under way, provide needed assistance, and maintain 

continuity in a changing staff environment. 

3. Multiple Resources--A number of key men from each 

facility were trained and assigned to various functions in the fac i l i t y , 

thus enabling the exchange of ideas, information and experiences and 

reducing the barriers to interfunctional work transfer. 
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4. Recognition of Lim1tations--As staff rather than line 

members, job enrichment practitioners accepted the fact that they 

were "subject to al l the authority problems that plague staff groups, 

who ordinarily don't have the power to force anybody to do anything 

for any long period of time." This led to a strategy of seeking out 

sympathetic top management and obtaining their commitment to the 

program. Once higher management sets enrichment as an important 

goal, " i t automatically becomes one for lower management as well ." 

Top management support also helps ease barriers to interfunction 

work transfer. 

5. Flexibil ity--A f lexible approach to both method and 

theory was adopted in the job enrichment effort. No "one best way" 

was advocated or followed. This allowed for an "eclectic" approach 

which f i t methods to circumstances. 

6. Use of Internal Resources--The personnel resources used 

in the enrichment effort were drawn from the effected faci l i t ies 

themselves. This assured a better understanding of the problems and 

a greater commitment to their resolution. 

7. Feedback--Data relating to the job enrichment effort 

were systematically collected, analyzed and disseminated, thus 

helping to overcome "ideological," "managerial," and "organizational" 

barriers, and answering the "prove-it-here" objection. 

Enrichment and individual differences. Paul et a l . 

(1969) concluded as a result of their studies that "the existence 

of individual differences is no bar to investigating 
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the poss ib i l i t ies of job enrichment" (p . 75). I t was the i r 

view that "we are in no posi t ion to decide, before the event, 

who deserves to have his job enriched and who does not" (p. 74).* 

Thus, they recommended job enrichment be undertaken unselect ively, 

with changes structured as "opportuni t ies" rather than "demands." 

In this way, they f e l t nothing would be l o s t , " . . . the genuinely 

good performers get better. Some poor performers remain poor . . . 

the less able Ignore [the changes] and go on as before" (p. 74). 

Sirota and Wolfson (1972a) take a d i f fe ren t view. According 

to them, "job changes need to be ta i lo red to indiv idual capabi l i t ies 

and motivations, and, indeed, sometimes the s i tuat ion ca l ls for 

'de-enrichment' of jobs" (p. 14.) . 

One of the more thoughtful treatments of th is controversy 

was accomplished by Charles L. Hulin (1971). Hulin's is perhaps the 

most "operational ized" de f i n i t i on of job enrichment, v i z : 

The process of allowing the individual worker to determine 
his own working pace (within l i m i t s ) , allowing the i n d i 
vidual worker to serve as his own inspector by assigning 
responsibil i ty for qua l i ty control to the worker, al low
ing the individual worker to repair his own mistakes; 
allowing la t i tude in the choice of methods; and allowing 
the worker to be responsible for his own machine set up 
. . . the process of job enrichment w i l l produce jobs at 
a higher level of s k i l l , with varied work content and 
relative autonomy for the worker. An enriched job w i l l 
usually have a higher wage ra te . (p. 161) 

*The use of the term "deserves" is unfortunate, imnly inq,as 
It does, that enrichment is good in an absolute sense and i f i t f a i l s 
to produce the desired resu l t for some workers, then i t is they who 
are at faul t -- they did not "deserve" an enriched job . For the most 
part, the use of the term conveys the bias of the authors, but need 
not color our consideration of the i r viewpoint. 
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Hulin's view of the thinking of most job enrichment advocates 

is illustrated in figure 27. 

Physical 
Conditions 
of Work Perception 

Affective 
Response 

Behavioral 
Response 
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Output 

Fig. 27. How job enrichment advocates view the causal chain, 
according to Hulin (1971). 

Hulin questioned the validity of each assumption in the traditional 

chain: (1) that all people view all repetitive jobs as monotonous, 

(2) that monotony leads to dissatisfaction, and (3) that dissatisfaction 

leads to the undesirable behavior; or, conversely, satisfaction leads 

to better behavior, particularly, higher productivity. Hulin's 

hypothesis is illustrated in figure 28. 

(1) (2) (3) 

— Job Variety, Autonomy, Skill Requirements 

Fig. 28. Relationships between job satisfaction, job 
variety, autonomy and skill requirements, after Hulin (1971). 
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In (1), the workers are assumed to have a "strong desire for a demand

ing job"; in (2), the workers have a "moderate desire for a demanding 

job"; and in (3), the workers have a "weak desire for a demanding 

job." Obviously, the worker who has only a moderate desire for a 

demanding job will, In Hulin's view, reach a point of maximum 

satisfaction sooner along the "demanding job axis" than the first 

variety of worker; and the same argument holds for the third case, 

who may, in fact, become less and less satisfied as the job becomes 

more and more demanding. The difference in these three situations may 

be attributed to individual differences and may be found among various 

subgroups in society. According to Hulin (1971), "there exist identi

fiable subgroups of workers within the American workforce whose motiva

tions to work are predictably and lawfully different from the general 

work motivation assumed by the job enrichment proponents" (p. 165). 

Hulin recommended, therefore, that research should focus on 

(1) determining the variables that differentiate between subgroups, 

and (2) determining the characteristics of the job/work situation which 

serve as positive sources of motivation for the different, independently 

defined, work groups. Jobs should then be structured accordingly. 

Hulin made references to the study by Turner and Lawrence 

(1965), showing that cultural differences are related to a worker's 

response to his job. Blood and Hulin (1967) also showed that the 

workers' reactions to their jobs and the associated characteristics 

(e.g., pay, working conditions) were related to their acceptance or 

rejection of (alienation from) middle-class norms, including the 

"Protestant Ethic." Both Turner and Lawrence and Blood and Hulin 
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hypothesized that rural workers were more l ikely to respond favorably 

to job enrichment than urban workers. Turner and Lawrence explained 

the difference in terms of the urban workers' "anomie," a lack of 

purpose, identity, ethical values, or group norms. Blood and Hulin 

argued that the difference was not so much a "lack of" as an 

"alienation from" middle-class work values and the dominant norms of 

society. According to Blood and Hulin, a reasonable predictor of a 

worker's response to his job could be found in certain characteristics 

of the conmunity in which he was reared or in which he was l iving. 

Coirmunities characterized by high population density, slums, low 

standards of l iv ing, and chronic unemployment--characterist1cs 

generally found in areas of most urban communities--were thought 

likely to spawn the so-called alienated individual. 

Susman (1973) has challenged the conclusion that rural and 

urban workers wil l necessarily respond differently to job enrichment 

(Susman uses the term "job enlargement"). Susman studied twenty-six 

plants involved in petroleum refining, industrial chemicals, plastics, 

cement, electric power, beverages, gypsum and glass. Of these 

twenty-six plants, eleven were defined as rural (under 50,000 

population) and fifteen as urban (seven of which were located in the 

greater metropolitan areas of Pittsburgh, Philadelphia, and New York 

City). Susman selected 127 jobs which were "relatively homogeneous 

by type of technology and industry," and broke out his sample of 

256 workers holding these jobs into rurals (rural bred-rural resident) 

urbans (urban bred-urban resident) and transitionals (rural bred-urban 
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resident).* The results of Susman's study did not confirm the 

hypothesis that only rurals react favorably to "job enlargement," 

while irbans react unfavorably. According to Susman, 

Rurals respond to greater job discretion with Increased 
pride in job accomplishment and lower Instrumental 
work orientation.** Urbans and transltionals . . . 
respond with greater general job interest (p. 12). 

Susman concluded that: 

The hypothesis that workers of different cultural and 
individual backgrounds respond differentially to job 
enlargement is supported here, but it appears that rural 
and urban birth or residence is too crude a distinction 
in the American context to expect opposite responses to 
occur (p. 13). 

There is no question that individual differences will mediate 

the worker's response to a given job/work situation. A strategy 

based on the concepts of job enrichment will have positive effects 

on some workers and, at best, no effect at all on others. The 

approach advocated by Paul et al. (1969) (i.e., non-selective 

application of enrichment principles) would appear to skirt the issue 

with a "hope for the best" type attitude. It seems far more con

structive to assess the determinants of individual differences, 

determine their existence in a given situation and make whatever 

adjustments are possible in the preparation for an implementation of 

a strategy of enrichment. As Hulin (1971) has stated. 

*Susman also broke out urban bred - rural residents but did 
not include the group in the analysis due to its small sample size. 

**An instrumental orientation refers to the pursuit of work 
as a means of achieving ends outside the work situation. 
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. . . different workers may well be motivated by strikingly 
different job characteristics and we should design jobs 
accordingly. Such an approach will not lead to job enrich
ment programs in all plants, but it is an Indication that as 
complicated a problem as motivation cannot be written off 
with the solution of job enrichment alone (p. 188). 

The question of individual differences is directly related 

to the assumptions implicit in the components of various work design 

strategies. As we stated in the introduction to this paper, one of 

our goals will be to explicate these assumptions for the broad 

strategies of enrichment, involvement, and incentive. We will turn 

to this task in the next chapter; and, thus, our ensuing discussions 

of involvement and incentive will exclude any further reference to 

the issue of individual differences. 

Summary. Job enrichment is a strategy for work design 

concerned with job content. Its theoretical basis may be found in 

Maslow's need hierarchy and Herzberg's Motivation-Hygiene Theory. The 

basic premise underlying the strategy is that intrinsic job factors 

that provide the opportunity for expanded responsibilities, greater 

authority and autonomy, achievement, and recognition for achievement, 

advancement, and knowledge of results are powerful motivators of 

efficacious work behavior which will, in turn, lead to a high level 

of job satisfaction. The essential components of the job enrich

ment strategy are (after Herzberg, 1968): (1) removal of supervisory 

controls, (2) increasing individual accountability for own work, 

(3) providing a complete work unit, (4) granting additional authority 

related to the work activity, (5) introducing new and more difficult 
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tasks, (6) assigning individuals "expert" roles, and (7) providing 

knowledge of results (feedback) directly to the individual. It has 

been pointed out that job enrichment must be carried on continuously 

and not as a one-time effort. There are obstacles to a successful 

enrichment program, among them are: lack of knowledge, dogmatic 

management practices, short-term goals orientation, management 

resistance, union opposition, improper diagnosis of problems, and 

a lack of consideration for individual differences. • 

Involvement 

It is axiomatic in the professional literature that the 

Hawthorne Studies (p. 26) generated the impetus for future considera

tion of "social systems" in the investigation of factors related to 

work and motivation. In this same sense, it is probably fair to say 

that the concept of Involving employees more in the traditional 

supervisory and management areas of planning, goal setting, control, 

and general decision-making, a practice sometimes termed "participative 

decision-making (PDM), had its seeds in the Hawthorne experience. It 

would seem, however, that participation was explicated more directly 

in the Harwood Experiments which took place some years later (1946-48). 

Harwood Manufacturing Corporation, a sewing plant employing 

about 600 workers, 80 percent of which were women, faced a serious 

problem described by management and consultants as "resistance to 

change." This occurred whenever necessary changes were made in 

methods and/or jobs and expressed itself in grievances, high turnover, 

low efficiency, restriction of output, and aggression toward management 

(Coch and French, 1948). 
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Researchers proposed a preliminary theory that "resistance 

to change is a combination of an individual reaction to frustration 

with strong group-induced forces" (Coch and French, 1948, p. 520), 

and designed an experiment Involving participation to test the theory. 

The experiment employed one control group and three experimental 

groups. The control group went through the usual routine when 

changes occurred (i.e., the production department modified the job, 

set a new piece rate, and held a meeting of the group to explain the 

changes). The experimental groups, on the other hand, were allowed 

varying degrees of participation in designing the new job and setting 

the piece rate. After the change, the control group experienced the 

usual dysfunctional effects: lowered production, restriction, 

grievances, aggression, etc., whereas the experimental groups did 

not experience these problems and, in fact, soon exceeded pre-change 

production levels. 

The researchers' explanation of experimental results drew 

heavily on the works and concepts of Kurt Lewin, especially with 

regard to the representation of the group and its setting as a 

"social field," similar to the representation of the individual and 

his setting as a "life space." The conclusion reached by the 

researchers was that. 

It is possible for management to modify greatly or remove 
completely group resistance to changes in methods of work 
and the ensuing piece rates. This change can be accomplished 
by the use of group meetings in which management effectively 
communicates the need for change and stimulates group 
participation in planning the changes (Coch and French, 1948, 
P. 531). 
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The Harwood Experiment has been criticized for failing to 

adequately control all the variables that might have had an effect 

on the outcome (e.g., see Lowin, 1968, p. 93; Viteles, 1953, p. 169). 

And it has been suggested by Lawrence (1954) that the real problem at 

Harwood was not resistance to change as such but, rather, reaction to the 

threat of a disruption In social relations. In any case, Harwood 

appears to have been the first explicit, systematic test of participa

tion as a management strategy and the catalyst for much further 

research in the area. 

It should come as no surprise that Douglas McGregor (1960) 

was an eloquent spokesman for the participative approach to management. 

The strategy is a natural outgrowth of his "Theory Y" (see pp. 61-63). 

McGregor stressed the absolute necessity of treating participation 

as a means of gaining relevant and helpful information in decision 

making (by involving employees in the decision process who were 

sincerely thought to have helpful insights) rather than a "gimmick" to 

get people to do what you want them to. This issue has been termed 

"organic vs. tactical" participation by Lowin (1968). He is responding 

to an observation by March and Simon (1958), who state that "actual influ

ence over the specific decision being made is of less importance to the 

individual than acknowledgment of his influential position" (p. 54). 

According to Lowin (1968), "it is incredible that tactical PDM could long 

exist in the absence of organic PDM" (p. 78). The fallacy of superficial 

and manipulative PDM is amply demonstrated in the failure of French 

et al. (I960) to replicate the Harwood findings in a Norwegian 
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factory where management was unwilling to submit central Issues of 

management (e.g., production levels and rate settings) to PDM. 

Participative decision-making. The concept of involvement 

has spawned a variety of more-or-less related management strategies, 

ranging from the yery general and all inclusive to the more narrow 

and limited. Sometimes, there are different names for the same, or 

very similar, strategy. "Participation," "participative management," 

and "participative decision-making," for example, all refer to the same 

management strategy and reflect a higher order of generalization than 

a strategy such as "management by objectives," which is, nevertheless, 

an outgrowth of the involvement concept. Still narrower, the term 

"laboratory education" refers to a management training technique 

more commonly known as "sensitivity training." "Organizational 

development" is a very broad strategy which encompasses most of the 

involvement field. Although we will touch on a number of these 

strategies individually, our primary concern will be with the general 

concept of the (hypothesized) organizational and individual benefits 

realized by involving the individual in the whole scope of organiza

tional processes and, especially, decision-making. In discussing 

this issue, we will use the term "participative decision-making" 

(PDM), defined as: 

... a mode of organizational operations and the management 
thereof in which the individual worker/employee is involved 
directly in making decisions which affect his work activity 
and indirectly--through representation--in decisions of 
a wider scope, including, but not limited to, those con
cerned with remuneration and employee benefits. 
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As pointed out by Tiffin and McCormick (1965), 

The primary theme running through participation in decision
making is that of motivation. In normal circumstances, 
people become ego-involved in group processes of decision
making into which they have made their input. It is also 
generally the case that, having participated in making a 
decision, an individual will also tend to support that 
decision in his subsequent behavior (p. 395). 

Rensis Likert (1961), one of the leading advocates of participation, 

has written: 

To be highly motivated, each member of the organization 
must feel that the organization's objectives are of 
significance and that his own particular task contributes 
in an indispensable manner to the organization's achieve
ment of its objectives. He should see his role as 
difficult, important, and meaningful. . . . When jobs do 
not meet this specification, they should be reorganized so 
that they do (p. 103). 

Furthermore, 

The objectives of the entire organization and of its component 
parts must be in satisfactory harmony with the relevant needs 
and desires of the great majority, if not all, of the members 
of the organization and of the persons served by it (p. 116). 

Likert (1961) believed that all this could best be accomplished through 

a participative approach to management, involving "well-knit, effectively 

functioning work groups" (p. 38), which may, in turn, be realized 

through what Likert referred to as "linking-pin" structure. This 

structure emphasizes multigroup membership (or group overlap) through

out the organization. According to Likert, "eyery member of the 

organization would feel that the overlapping groups which link the 

organization together enable him satisfactorily to exert influence 

on all parts of the total system" (p. 182). The linking-pin structure 

is compared diagrammatically to the typical hierarchical structure 

in figure 29. 
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O nn 

±1 • Ljacb a 
HIERARCHICAL LINKING-PIN 

Fig. 29. Linking-pin structure and hierarchical structure 
(after Likert, 1961). 

In essence, advocates of participative decision-making 

contend that such a strategy will lead to greater commitment on the 

part of individual workers/employees to meet company goals. As pointed 

out earlier in the paper (p. 15), i t is also hypothesized that work

ing toward and achieving internalized goals will lead to greater job 

satisfaction. This "theme" bears further examination; its concomitants 

are illustrated in figure 30. 
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Fig. 30. The PDM strategy and its concomitants 

In referring to figure 30, notice f i r s t that i t is assumed a 

dynamic equilibrium operates to maintain the employee's "desire to 

participate" (designated in the diagram as "1"). This desire to 

participate cannot be directly assessed, but is inferred from 

behavior. In all cases where the concomitants of the PDM concept 

are inferred rather than observed, they are shown in ellipsoids 

(1, 3a, 4, and 5 in the diagram). Going next to number 2 in the 

diagram, the PDM advocates assume that given the opportunity to 

participate, the employees and management wil l reach rational 

decisions ( i . e . , decisions which accrue to the benefit of the 

organization and its members). These decisions wil l then lead to 

the establishment of specified goals. We then proceed to number 3 in 

the diagram. The connection between 2 and 3 is the primary one in 

the PDM strategy--participation in decision-making leads to a greater 
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comnitment by employees to the established goals of the organization. 

This connection is first hypothesized in the "internalization of 

goals" (3a), but this property can only be inferred from the actual 

behavior of the employees. "Behavior consistent with goal achieve

ment" (3b) might be represented by a lower incidence of absenteeism and 

turnover, and a high rate of productivity among other things. Such 

behavior then leads to "goal achievement" (3c) and leads to another 

common assumption in the PDM strategy--i.e., achievement of "internalized' 

goals will lead to "job satisfaction"--(4). At this point, given that 

the employee perceives the contingency between his state of satis

faction and his participation in decision-making (5), it is presumed 

that his desire to participate will be maintained, or even reinforced, 

thus closing the loop. The final two assumptions in the PDM strategy 

are represented as axes. They are the generalizability of the strategy 

(vertical axis), both in terms of individuals and organizations/ 

technology, and its property to remain stable and endure over time 

(horizontal axis). 

As with the preceding section on enrichment, it is not our 

purpose, at this point, to deal with the issue of whether the PDM 

strategy itself is correct, or whether the implicit assumptions in 

the strategy are correct but, rather, we will be concerned with a 

description of the PDM concept (and related concepts) and illustrations 

of its application. Later in the paper, we will deal more fully with 

the mechanisms of the strategy itself. For now, we may simply 

hypothesize that a number of factors may be operating to bring success 

of one degree or another to a PDM effort. These might include: the 
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enhanced communication of procedures and goals; the receipt and 

implementation of more and better employee suggestions for Improved 

work methods; development of an environment in which group norms 

coincide more closely with organizational norms and operate more 

efficiently to control member behavior; a perception on the part of 

the employee of the opportunity to participate as recognition for his 

job skills and abilities, thus reinforcing his exercise of those skills 

and abilities in pursuit of organizational objectives; the opportunity 

for the employee to influence organizational goals so that they 

coincide more closely with his own and are, thus, more effective in 

directing functional behavior (from both standpoints); and the 

exercise of various other social psychological factors. Under any 

given circumstances, none, some, or all of these factors may be 

operating, along with other factors not connected with the PDM effort. 

Thus, it is yery difficult to establish a cause-effect relationship 

between PDM and performance in most practical experimental situations. 

For example, in an early study of participation. Rice (1953) found that 

the quantity and quality of work accomplished by weavers in an Indian 

weaving shed increased markedly and significantly after the weavers 

had reorganized the work themselves. However, as Dubin (1972) has 

pointed out, the previous production process in the shed had been 

confused and relatively unstructured, bordering on "industrial 

anarchy" (p. 532). Thus, any attention to the organization of work, 

whether undertaken by management, the workers, or both, would have 

almost certainly produced significant increases in productivity, 

making unwarranted any conclusion that the purely participatory aspects 
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of the situation were the cause of the increase. We have already 

mentioned the criticisms of the Coch and French (1948) study, which 

is perhaps the forerunner of the participation strategy. In any case, 

there is sufficient support for the efficacious properties of a 

participative orientationin management, from practitioners as well 

as researchers, to warrant i ts serious consideration in any thoughtful 

discourse on a subject such as ours. 

Tannenbaum and Massarik (1950) have listed some of the 

possible advantages of participation as follows: 

" 1 . A higher rate of output and increased quality 

"2. A reduction in turnover, absenteeism, and tardiness 

"3. A reduction in the number of grievances and more 
peaceful manager-subordinate and manager-union 
relations 

"4. A greater readiness to accept change 

"5. Greater ease in the management of subordinates 

"6. Improved quality of managerial decisions" 

However, there are certain conditions which must be met before PDM can 

emerge as an effective management strategy and bestow the aforementioned 

benefits. Among them, Tannenbaum and Massarik number the following: 

1. "Time avai lab i l i ty" - - i f a decision is urgent, time 
may not permit group decision-making. 

2. "Rational economics"-'-decisions must be economically sound. 

3. "Subordinate security"—participation must not adversely 
affect the subordinate's status or role. 

4. "Manager-subordinate stability"--part1cipation must not 
undermine the formal authority of the manager, or lead 
to doubt concerning his competence. 
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5. "Provision for communication channels"--to facilitate the 
participative process. 

6. "Education for participation"—managers and subordinates 
should understand the function and purpose of the 
participative effort. 

Besides the conditions named by Tannenbaum and Massarik, there are 

others which would seem to be important to the success or failure of 

a participative effort. We might add, for example: 

7. Environmental stability--frequent changes in management 
and supervisory personnel, policies and procedures, 
technology and product mix, among other things, are likely 
to work to the detriment of a PDM effort; whereas a more 
stable environment can be a positive factor. 

8. Union-management relations--good union-management relations 
will aid the implementation and acceptance of PDM; the 
opposite is also true. 

9. Capable work force—participating meaningfully in 
decision-making involving issues of central importance 
to a branch,division, or company requires individuals 
who "know their trade," are familiar with the operations 
of the company overall (and especially relevant inter
dependencies), and understand something about the national 
economics of the market place, and are psychologically 
able to function in a participatory environment.* 

10. Mutual trust— an atmosphere of mutual trust between manage
ment and the workers will materially enhance the probabil
ity of success of a PDM effort; again, the opposite is true. 

11. Technology--the more complicated a company's technology 
and the more the production process approaches continuous 
flow, the less latitude appears to be available for 
subordinates in decision-making regarding issues of central 
importance. In such "technologically con^trained" environ
ments, it is often more difficult (but not impossible) to 
maintain a meaningful PDM effort. 

*Some people have worked so long under a "Theory X" form of 
management they wouldn't know how to react if PDM were suddenly 
initiated. However, just as technical skills and operational and 
economic know-how can be acquired through education and training, 
the behavior necessary to function effectively in a PDM environment 
can be shaped. 
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12. Goal achievement--1f, indeed, participation leads to the 
"internalization" of goals, then a reasonable degree of 
goal achievement is absolutely essential to the continued 
success of any PDM effort. This fact mediates against 
decision-making concerning areas over which the decision
makers have little or no control. 

Participation, supervision, and leadership. March and Simon 

(1958) see participation in decision-making and "supervisory style" 

as related. If not equivalent issues. They have stated that 

Supervisory styles may be ranged along a continuum: at one 
extreme decisions are made by the supervisor and communicated 
to the workers without prior consultation; at another extreme, 
decisions are made on the basis of free and equal discussion 
(p. 54). 

March and Simon stated further that participation is related 

"empirically" to the degree of supervision exercised (i.e., "close 

and highly specific" versus loose and general). They pointed out 

that: 

... if the instructions given to an employee are so 
general relative to the complexity of the task and the 
computational ability of the individual that the means 
of achieving them are vague, serious misdirection can 
result (p. 55). 

On the other hand, overly close supervision relative to task complexity 

and individual ability can produce dysfunctional consequences as 

well (see numbers 9 and 11, p. 196). 

The idea of a continuum is also implicit in Li kerf s (1967) 

"System 1 - System 4" concept of organizational characteristics 

covering: (1) leadership, (2) motivation, (3) communication, 

(4) interaction, (5) decision-making, (6) goal-setting, (7) control, 

and (8) performance. According to Likert, the nature of these eight 

operating characteristics varies from "exploitative-authoritative" 
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(System 1) to "participative-group" (System 4). In between are 

"benevolent-authoritative" (System 2) and "consultative?'(System 3). 

Naturally, these states are not discrete, but blend into one another--

i.e.,are continuous. In Likert's view. System 4 is the "ideal-type" 

because it leads to higher earnings and productivity through positive 

changes in employee attitudes. Table 13 lists some of the attributes 

a System 4 organizational profile would exhibit (see Likert, 1967, 

pp. 197-211 for complete list). 

The list of attributes has been adapted from the "System-4 end" 

of a questionnaire which has been developed by Likert (1967) to diag

nose the "climate" of a given organization. The questionnaire is 

structured along the lines of a continuum ranging from the "exploitative-

authoritative" (System 1) to the "participative-group" (System 4). 

According to Likert, organizations tending toward the System 4 end of 

the continuum (on the basis of questionnaire results) show higher 

productivity, lower scrap loss, lower costs, more favorable attitudes, 

and better labor relations than those tending toward System 1. One of 

the oft-cited examples illustrating the efficacy of the participative 

approach and the utility of the Likert diagnostic questionnaire 

involves the Harwood Company, previously referred to on pages 186 to 188L 

In 1962, Harwood acquired its major competition, the Wei don Company. 

Weldon was in financial difficulty at the time, employee morale was low, 

turnover high, and operations disorganized. Management at Weldon was 

along classical lines and highly autocratic. A survey using Likert's 

questionnaire revealed ratings falling between "exploitative-

authoritative" and "benevolent-authoritative." Under participative 
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TABLE 13 

A SYSTEM 4 PROFILE 

Leadership Processes 

Complete confidence and trust between superiors and subordinates 
in all organizational matters. 

Superiors display supportive behavior fully and In all situations. 

Subordinates feel completely free to discuss organizational 
matters with their superiors. 

Superior always gets subordinates' ideas and opinions and 
tries to make constructive use of them. 

Character of Motivational Forces 

Full use of economic, ego, and other major motives. 

Economic rewards based on compensation system developed through 
participation; group participation and involvement in setting 
goals, improving methods, appraising progress toward goals, etc. 

Motivational forces generally reinforce each other in a substan
tial and cumulative manner. 

Members of the organization at all levels derive relatively high 
satisfaction from membership in the organization, quality of 
supervision, and their own achievements. 

Character of Communication Process 

A great deal of interaction between individuals and groups con
cerned with achieving organizational objectives. 

Information flow is "down," "up," and with peers, and initiated 
at all levels. 

Superiors willingingly give subordinates all relevant information 
and subordinates accept communications, or openly and candidly 
question them. 

Communication between peers is "good to excellent." 

Superiors and subordinates are "psychologically close" (i.e., 
friendly, understanding, shared goals, etc.). 

Character of Decision-Making Process 

Decision-making occurs at all levels and is well integrated 
through "linking" process provided by overlapping groups. 

Decision-making is enhanced by the nature of the information flow, 
the decision-makers' awareness of problem areas, the extent of 
technical and professional information available, etc. 
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TABL€ l^-^nttmred-

Subordinates are involved fully in all decisions related to 
their work. 

The decision-making process helps to create the motivation to 
implement decisions. 

The decision-making process is largely based on group pattern, 
encouraging teamwork. 

Character of Goal-Setting or Ordering 

Goals are generally established through group participation. 

High performance goals sought by all levels. 

Goals are fully accepted at all levels both "overtly and covertly." 

Character of Control Processes 

Concern for the performance of the "control function" felt through
out organization. 

The control function is enhanced by the character of the 
communication process and other processes, as stated. 

Review and control exercised at all levels, with "social force" 
supporting efforts to achieve goals. 

Control data used for self-guidance and coordinated problem-
solving and not used punitively. 

Performance Goals and Training 

High performance goals, substantial training, and excellent 
training resources. 

SOURCE: After Likert (1967). 
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management Weldon recovered and in 1964 had reduced turnover by 

6 percent, absenteeism by 3 percent. Increased employee earnings, 

and realized a 32 percent increase in return on capital. Ratings on 

the Likert questionnaire were now in the "consultative" area. Nearly 

five years later, Weldon was reported (by a team of outside observers) 

to have continued making gains in efficiency and volume and had 

moved further along the Likert continuum toward a System 4 organiza

tion (Jenkins, 1973). 

Norman Maier (1965) discussed participation in terms of 

"supervisory and executive leadership." Participation occurs under 

a "democratic" form of leadership which, according to Maier, "is not 

the opposite of autocracy; rather, both are deviations from individual 

freedom or laissez faire" (p. 155). The occurrence of participation 

requires the executive or supervisor to act as a discussion leader 

and to elicit comments and suggestions from the group in order to 

insure group interaction. Ideally, the group should come to a 

unanimous decision. Certainly, one must acknowledge that unanimity 

will be rare under most realistic circumstances. Nevertheless, 

Maier's point was that strict majority rule is not necessarily 

i'ull participation, since "the majority opinion is imposed upon the 

minority" (p. 158). 

Again, Maier's (1965) position was that "people are more 

likely to accept and feel responsible for the decisions that they have 

a hand in making" (p. 165). There is a risk, however, that group 

decisions may be influenced by emotions rather than objective facts, 

and even that the group may not have all the knowledge necessary to 
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reach an Intelligent decision. According to Maier, "effective 

decisions" (ED) can be represented as the product of the degree to 

which the decision has "quality" (Q), based on the objective facts, 

and "acceptance" (A), based on the feelings of the persons who are to 

execute the dec1s1on--1.e., ED = Q x A (p. 166). Maier pointed out 

that the procedures for gaining acceptance often conflict with those 

used for assuring quality. Traditionally, achieving quality has been 

accomplished by placing the decision-making authority and responsibil

ity in the hands of a few high-level management people who were either 

experts in the decision area, had access to relevant information, and/ 

or could call upon the view of outside experts (consultants). Acceptance 

of the decisions was then accomplished through threat, promised rewards, 

persuasion, and even "consultative manipulation" ("tactical" participa

tion, p. 188). 

Maier (1965) suggested an approach based upon a classification 

of decision problems into three categories: (1) those in which the 

quality of the decision is very Important, but the emotional involve

ment of the employee is likely to be minimal (designated Q/A): (2) those 

in which the quality of the decision may vary considerably without 

severe dysfunctional consequences to the organization, but employee 

involvement is liable to be quite high (designated A/Q); and (3) those 

in which the quality of the decision is important and employee 

involvement is also at issue. 

Naturally, classes (1) and (2), Q/A and A/Q, offer the best 

solution. In the first case, the decision can be made by upper 

echelon leaders and communicated down the line without engendering 
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hostility. In the second case, the decision can be delegated to 

employees without risk of undue consequences. It is the third class 

of decision problems which presents the greatest difficulty. 

Maier (1965) suggested that group decision-making can take place in 

these cases, but that "the leader must have certain conference 

skills in order to optimize the quality of the decision" (p. 168). 

These skills include the ability to upgrade information available to 

the group, facilitate processing of the information, and assure the 

logic of the solution procedure. They do not (or should not) 

include manipulating the group for one's own ends. 

Maier's concept of the acceptability of a decision is similar 

to aspects of Chester Barnard's (1938) theory of authority, proposed 

by Barnard almost thirty years earlier. It may be remembered that 

Barnard "turned around" the usual concept of authority by stating 

that the prerogative of granting authority lies with those to whom 

authoritative communications are directed. Their acceptance of such a 

directive (or decision) confirms its authority. According to 

Barnard, a person's acceptance of a decision depends on four things: 

(1) his understanding the communication; (2) his belief that the 

directive is not inconsistent with the goals of the organization; (3) 

his belief that it is not inconsistent with his own personal interests 

as a whole; and (4) his mental and physical ability to comply. Low 

employee involvement relative to a given decision in Maier's terms 

corresponds to what Barnard called the "zone of indifference," a 

reference to a range of clearly acceptable directives (p. 169). 

Barnard's concepts of authority lead him to conclude that the 
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"primary or essential continuing problem of a formal organization" 

was the maintenance of an effective system of communication (p. 175). 

This remains one of the primary concerns of the participative 

approach. 

Sensitivity training. Chris Argyris (1962) has argued that 

"interpersonal competence, trust, openness, and experimentation, 

as well as an effective group, can begin to be developed" using what 

Argyris terms "laboratory education" (p. 87). This is a training 

or development program--generally used with managers--which combines 

traditional training or educational methods with T-group or sensitivity 

training techniques. 

Sensitivity training is a therapeutic (in the broadest sense 

of the word) endeavor which emphasizes direct, face-to-face emotive 

confrontations. The confrontations usually involve a group of from 

six to twelve persons and are conducted under the watch of a specialist, 

sometimes termed a "trainer," or "facilitator," who is generally 

educated in the social sciences and trained in the group dynamics of 

the kind described here. The trainer's job is primarily passive--he 

rejects any form of leadership role--and after stating the purpose of 

the endeavor, remains silent unless his services are required to head 

off potentially destructive or dangerous confrontations, or to facili

tate group functioning in a supportive manner. Other than this, ses

sions are unstructured. Group members acquire information about the 

consequences of their behavior on others through feedback from other 

group members (Badalamente et al., 1973, p. 448). When things work 

>"ight, there will develop an atmosphere of "psychological safety" in which 
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group members feel free to express themselves openly and honestly 

and will support similar expressions from other group members. 

Dunnette and Campbell (1968) have distilled the following 

list of aims sought by the advocates and/or practitioners of 

laboratory education: 

"1. Increased self-insight or self-awareness concerning 
one's own behavior and its meaning in a social context--
this refers to the process of learning how others see 
and Interpret one's behavior, as well as Insight about 
one's reasons for behaving In various ways in different 
interpersonal situations. 

"2. Increased sensitivity to the behavior of others--this 
outcome is closely linked to the first. It refers, 
first, to the development of an Increased awareness of 
the full range of communicative stimuli emitted by 
other persons (voice inflections, facial expressions, 
body positions, and other contextual factors, in 
addition to the actual choice of words); and, second, 
to developing the ability to infer accurately the 
emotional or noncognitive bases for interpersonal 
comnunications. This goal is very similar to the 
concept of empathy as it was used by clinical and 
counseling psychologists; that is, the ability to 
infer correctly what another person is feeling. 

"3. Increased awareness and understanding of the types 
of processes that facilitate or inhibit group 
functioning and the Interactions between different 
groups--specifically, why do some members participate 
actively, while others retire to the background? Why 
do subgroups form and wage war against each other? 
How and why are pecking orders established? Why do 
different groups, who may actually share the same 
goals, sometimes create seemingly insoluble con
flict situations? 

"4. Heightened diagnostic skill in social, interpersonal, 
and intergroup situations--achievement of the first 
three objectives should provide an individual with 
a set of concepts to be used in his analysis of con
flict situations. Moreover, he should be equipped 
to work constructively with others to resolve 
interpersonal and/or intergroup conflict. 

"5. Increased action skill—the ability to intervene 
successfully in inter- or intra-group situations in 
order to increase member satisfactions, effectiveness, 
or productivity. The major thrust of increased action 
skill is toward intervention at the interpersonal 
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Instead of merely the technological level, thereby 
enhancing the likelihood that coordinated. Instead of 
alienated and disputatlve efforts will be brought to 
bear in solving technological problems. 

"6. Learning how to learn—this refers not simply to an 
individual's cognitive approach to the world but. 
Instead, and far more Importantly, to his ability to 
analyze continually his own Interpersonal behavior In 
order to help himself and others achieve more effective 
and satisfying interpersonal relationships" (pp. 6-7). 

Argyris (1962) has written that "if the laboratory method is 

used properly, it can be a powerful tool to help an organization dovelop 

toward the states of affairs characterized by the axiologically good 

organization. ..." (p. 87). "Axiologically good" organizations are, 

according to Argyris, characterized by the following five essential 

properties: (1) the whole is created and controlled through inter

relationships of all parts; (2) there is a state of awareness of the 

organization as a pattern of parts; (3) the organization is able to 

influence internally and externally oriented core activities 

(activities related to achieving objectives, maintaining internal 

systems, and adapting to the environment) as it desires; (4) the 

organization is "optimally" effective at problem solving; and (5) core 

activities are continually influenced by considerations, including the 

past history, the present, and the future of the organization (p. 66). 

Interest in laboratory education is running high (Buchanan, 

1969), and one can see why--if it does what its proponents claim. 

Unfortunately, the verdict on the real efficacy of laboratory education 

is not yet in. Dunnette and Campbell (1968), for example, stated that 

"laboratory education has not been shown to bring about any marked change 

in one's standing on objective measures of attitudes, values, outlooks. 
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interpersonal perceptions, self-awareness, or interpersonal 

sensitivity" (p. 23)! House (1968) has questioned the efficacy of 

laboratory education as a method of leadership training from the 

standpoint of the transfer of learned behavior back to the work 

environment, pointing out that: 

The consequences of leadership training depend on the 
degree to which the social influences in the trainee's 
work environment are viewed by the trainee as motivations 
to learn and the degree to which they reinforce the learned 
behavior during and after training (pp. 156-67). 

Despite its critics, laboratory education of one form or 

another is being widely used in business and industry and is the core 

of one of the broader strategies falling under the "involvement" rubric--

organizational development (OD). 

Organizational development. Organizational development (OD) 

refers to a long-range, systematic effort to improve an organization's 

effectiveness—its survival and growth potential and its profitability. 

It is a total system process of planned change, not a temporary 

program. OD incorporates many of the concepts of involvement dis

cussed heretofore, including, most prominently, laboratory education 

or sensitivity training. 

Douglas McGregor is considered to have been one of the first 

behavioral scientists to advocate and put into practice (at Union 

Carbide about 1957) an organizational development program (French, 

1973). Robert Blake is another early advocate and practitioner, who, 

with Jane Mouton, has more recently designed the Grid Organizational 

Development scheme based on their "Mangerial Grid" (Blake and Mouton, 

1964, 1968). 
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Wendell French (1973) outlines the typical objectives of an 

OD effort as follows: 

1. Increase the level of trust and support among 
organization members 

2. Increase the incidence of confrontation of organiza
tional problems (both within and among groups) 
vis-a-vis "sweeping them under the rug" 

3. Create an environment in which authority of assigned 
role is augmented by authority based on knowledge 
and skill 

4. Increase the openness of communications throughout 
the organization 

5. Increase personal enthusiasm and satisfaction in 
the organization 

6. Find "synergistic" solutions to organizational 
problems 

7. Increase the level of individual and group 
responsibilities in both planning and doing 
(p. 380) 

French (1973) has pointed out that the basic assumptions about 

people which underlie OD parallel those of Theory Y (see p. 61) and, 

one might add, those Incorporated in Maslow's concepts of human 

motivation (see pp. 53-59). French also cited certain assumptions 

about people in groups and "organizational systems" which he suggested 

underlie organizational development efforts. These assumptions about 

people, people in groups, and people in organizational systems are 

summarized in table 14. 

Typically, the design of an OD program will begin with 

consultations between top executives and management consultants quali

fied in the behavioral sciences. A preliminary diagnosis of problems 

is made and a data collection effort launched. Further consultations 



209 

TABLE 14 

ASSUMPTIONS UNDERLYING OD 

People 

1) Most individuals have drives 
toward personal growth and 
development, and these are 
most likely to be actualized 
in an environment which is 
both supportive and challenging. 

2) Most people desire to make, and 
are capable of making, a much 
higher level of contribution 
to the attainment of organiza
tion goals than most organiza
tional environments will 
permit. 

People in Groups 

1) Most people wish to be 
accepted and to interact 
cooperatively with at least one 
small reference group, and 
usually with more than one 
group (e.g., the work group, 
the family group). 

2) One of the most psychologically 
relevant reference groups for 
most people is the work group, 
including peers and the 
superior. 

People in Organizational Systems 

1) Organizations tend to be 
characterized by overlapping, 
interdependent work groups, 
and the "linking pin" function 
of supervisors and others 
needs to be understood and 
facilitated. 

2) What happens in the broader 
organization affects the small 
work group and vice versa. 

3) What happens to one subsystem 
(social, technological, or 
administrative) will affect 
and be influenced by other 
parts of the system. 

4) The culture in most organiza
tions tends to suppress the 
expression of feelings which 
peoole have about each 
other and about where they 
and their organizations 
are heading. 

5) Suppressed feelings adversely 
affect problem-solving, 
personal growth, and job 
satisfaction. 
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TABLE 14 - Continued 

3) Most people are capable of 
greatly increasing their 
effectiveness in helping their 
reference groups solve problems 
and in working effectively 
together. 

4) For a group to optimize its 
effectiveness, the formal leader 
cannot perform all of the 
leadership functions in 
all circumstances at all times, 
and all group members must 
assist each other with effect
ive leadership and member 
behavior. 

6) The level of interpersonal 
trust, support, and 
cooperation is much lower 
in most organizations than 
is either necessary or 
desirable. 

7) "Win-lose" strategies between 
people and groups, while 
realistic and appropriate 
in some situations, are not 
optimal in the long run to 
the solution of most organi
zational problems. 

8) Synergistic solutions can be 
achieved with a much higher 
frequency than is actually 
the case in most organizations 

9) Viewing feelings as data 
important to the organization 
tends to open up many avenues 
for improved goal setting, 
leadership, communications, 
problem solving, intergroup 
collaboration, and morale. 

10) Improved performance stemming 
from organization develop
ment efforts needs to be sus
tained by appropriate changes 
in the appraisal, compensa
tion, training, staffing, 
and task-specialization sub
system-- in short, in the 
total personnel system. 

SOURCE: After French, 1973, pp. 381-82. 
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are held in which data and analyses are presented and specific 

recommendations enterta1ned--1n essence, a typical problem-solving 

process, but with a focus on social psychological aspects of organiza

tional systems. The goals of such a program should be specified and 

a means of measuring success developed (i.e., criteria established). 

An OD program will generally include four phases, although 

the description of OD programs will vary from one source to another: 

(1) managerial development, (2) team development, (3) organization 

development, and (4) stabilization. The first phase consists of 

some form of leadership training, which commonly includes laboratory 

education or T-group/sensitivity training. The second phase is an 

attempt to apply the concepts presented in phase one directly in 

the work environment by "team building," often involving "family 

labs" (i.e., problem-oriented discussion groups between team members--

members of a natural work group). Organization development--Phase 

Three--involves interaction between various interdependent teams, 

again emphasizing the same openness and candor engendered in the 

initial training sessions. The purpose here is to explore potential 

areas of conflict between the teams and develop ways to overcome it 

and enhance both team and organization goal attainment. The final 

phase—stabilization--is a systematic program to evaluate, improve, 

and perpetuate the overall OD effort (i.e., to stabilize the OD system). 

It is designed to insure that the basic concepts of OD are retained, 

not that the organization design is retained. In fact, one of the 

prime purposes of OD is to enhance an organization's adaptability. 
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Although OD is a yery broad concept, it is not all-encompassing 

and, as French (1973) pointed out, "management needs to have a 'systems' 

point of view and to think through the interrelationships of the OD 

effort with the reward and staffing systems and the other aspects of 

the total human resources subsystem" (p. 391). 

The Managerial Grid. Many contemporary OD efforts Incorporate 

"Grid" training as one of their early phases. The Managerial Grid is 

a conceptual framework of leadership behavior developed by Robert 

Blake and Jane Mouton (1964). As shown in figure 31, the Grid is 

formed by the Intersections of two nine-point scales: "concern for 

production" (horizontal) and "concern for people" (vertical). 

According to Blake and Mouton (1968), "the points of intersection 

represent theor1es--ways of thinking about resolving dilemmas of 

achieving productions through people" (p. 14). Only five of the 

theories are "clean-cut," however, identified on the Grid as (1,1),(1,9), 

(5,5),(9,1) and (9,9) . The remaining are "combinations." Among the 

behavioral scientists whose theories have contributed to the Grid's 

development, Blake and Mouton (1968) name Argyris, Herzberg, Likert, 

and McGregor. 

The idea of Grid training is to move managers toward the 

9,9 position on the Grid, which is considered the ideal combination 

of concern for people with concern for production, referred to as a 

"synergistic" result (Blake and Mouton, 1968, p. 24). Among the 

important managerial elements in a 9,9 work culture, Blake and Mouton 

(1968) list the following: 
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1.9 

Thoughtful attention to 

needs of people for satis

fying relationships leads to 

a comfortable friendly organ

ization atmosphere and work 

tempo. 

9.9 

Work accomplishment is 

from committed people; 

interdependence through a 

"common stake" in organi

zation purpose leads to 

relationships of trust 

and respect. 

5,5 

Adequate organization per

formance is possible 

through balancing the 

necessity to get out work 

with maintaining morale of 

people at a satisfactory 

level. 

1.1 

Exertion of minimum 

effort to get required 

work done is appropriate 

to sustain organization 

membership. 

9.1 

Efficiency in operation 

results from arranging con

ditions of work in such a 

way that human elements inter

fere to a minimum degree. 

Concern for Production 

8 

•"19*31 . The Managerial Grid (from Blake and Mouton, 1968, p. 15) 
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Managers: 
- Have clear, forthright, and unobstructed communication 
with their bosses, colleagues, and subordinates. 

- Fully commit their energies to accomplishing that part 
of organization objectives for which they are responsible. 

- Confront disagreement and Interpersonal conflict 
squarely, whether with another person or as a member 
of a work team. 

- Search for and find valid solutions to problems. 

- Experiment for innovative and creative solutions. 

- Accept nothing less than excellence of results. 

- Achieve effective coordination of effort through high 
quality teamwork. 

- Use critique of operational problems as the basis for 
learning. 

- Continuously revise the culture of the organization so 
its elements support problem solving instead of hamper
ing it. (No practice is sacred just because it is old. 
No pronouncement is sacrosanct just because somebody 
spoke it.) 

- Have a sense of personal purpose because the organiza
tion purposes and financial and program objectives are 
clear. 

- Expect thoroughness of study and preparation as the 
basis of participation. 

- Use knowledge and facts objectively as the basis for 
decision making (p. 32). 

According to Blake and Mouton (1968), 

The Grid is first and foremost a framework for identifying, 
analyzing, and solving production-people problems. It 
provides a way for a man to analyze his thinking. . . . 
The Grid deals with communication, commitment, creativity, 
conflict, and a wide range of other aspects of behavior 
which a man must understand if he is to manage his effort 
effectively and release the constructive capacities of 
others (pp. 49-50). 

Management training in the Grid is generally accomplished in 

a week-long "Grid Seminar," which involves up to seventy-five people, 

not including instructors. Participants may come from various levels 



215 

and functional areas in the organization. The participants are formed 

into teams of from five to ten members each; at least two teams are 

essential. There is an orientation about a month before the seminar 

is scheduled, and those who are to participate in the seminar are 

asked to read the book by Blake and Mouton (1964), The Managerial Grid. 

The seminar Itself consists of lectures, "team achievement experiments," 

team performance critiques, comparisons of team behavior across teams, 

a movie, and individual study. The seminars are instructed by line 

managers (who have received special training themselves), with support 

from behavioral scientist consultants and/or company training staff. 

Management by objectives. Management by Objectives (MBO) is another 

outgrowth of the involvement concept. It has been described as: 

... a process whereby the superior and subordinate managers 
of an organization jointly identify its common goals, define 
each individual's areas of responsibility in terms of the 
results expected of him, and use these measures as guides 
for operating the unit and assessing the contribution of 
each of its members (Odiorne, 1965, pp. 55-56). 

The concept of MBO has been receiving increasing attention since Peter 

Drucker (1954) wrote of "management by objectives and self-control" 

as a "philosophy of management" some twenty years ago. Donnelly, 

Gibson, and Ivancevich (1971) have written that MBO is designed to 

(1) improve participant contribution to the organization, (2) improve 

employee attitudes and morale, and (3) reduce employee anxiety 

resulting from ambiguity as to where one stands with his superior 

(p. 145). Donnelly et al. (op. cit.) have stated that the general 

approach to MBO includes three "guidelines," as follows: 
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"1. Superiors and subordinates meet and discuss goals 
(results) for the subordinates which are in line with 
overall organizational goals. 

"2. The superior and subordinate jointly establish attain
able goals for the subordinate. 

"3. The superior and subordinate meet again after the 
initial goals are established and evaluate the 
subordinate's performance in terms of the goals. The 
essential feature is that feedback on performance is 
provided the subordinate. The subordinate knows 
where he stands with regard to his contribution to his 
organization unit and the firm" (p. 145). 

According to Donnelly et al. (1971), there are several key 

considerations that must be made when implementing an MBO program. 

First, managers who are about to engage in MBO programs must be 

psychologically prepared to do so. Any "Theory X leanings" must be 

corrected. Next, top management must be actively involved in the 

program. Their support and guidance have been shown to be an important 

factor in successful MBO efforts. Also, management must see to it 

that the program does not get bogged down in paperwork, is not used 

as a whip, and reaches the lowest levels of management. Further, 

MBO must incorporate adequate incentives to improve performance. 

MBO in its basic form is a much narrower program than OD and, 

in fact, would constitute only a portion of the organizational system 

necessary in an effectively functioning work situation. For this 

reason, MBO is sometimes combined with OD as its "goal-setting" phase. 

Case studies. The following case studies have been distilled 

from a number of sources and are presented as an illustration of actual 

involvement-oriented programs. They are not intended to imply support 

for any particular strategy, or even involvement itself. These case 

studies are organized by Firm, Program Title, Objectives, Description, 

and, where available. Results. 
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Firm: American Airlines 

Program: Managerial Learning Laboratory (MLL) and Team Building 

Ob,iectives: 
- Create within participants an Increased sensitivity to their 

own behaviors and the behaviors of others. 
- "Unfreeze" old attitudes and behavior patterns, encourage 

experimentation with new ones, and "refreeze" new attitudes and 
behavior patterns which increase interpersonal competence and 
managerial effectiveness back on the job. 

Description: 
- Initiated in 1967 
- MLL designed for middle managers, drawn from different 

locations and functional areas, up to twenty participants per lab. 
-- Week-long seminar conducted by director of training and 

development and seven organization development 
specialists 

-- "Cultural island" concept (locate seminar away from 
participants' work and normal environment) 

-- Theory sessions about individual and group behavior, 
instrumental or systematized feedback, sensitivity 
training, attitude survey 

- Team building involves natural work group 
-- MLL experience desirable 
-- Task-oriented "family lab" involving both superior and 

subordinates (conducted on request by OD specialists) 

Firm: Armstrong Cork Company 

Program: Seminar in Human Behavior 

Objectives: 
- Make managers think about dynamics of personality and motivation 
- Manage people with documented knowledge of how they behave 
- Gain insight into themselves and learn how their behaviors 

affect others 

Description: 
- Initiated in 1966 
- Involves managers from various levels 
- Three-day seminar conducted on request by training specialist 

on-site 
- Theory (McGregor, Herzberg, Likert, etc.), case studies, and 

problem solving involving actual problems presented by participants. 
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Firm: Corning Glass Works 

Program; Department of Organizational Research, Managerial Grid 

Objectives: 
- induct company-related research in the behavioral sciences 

involving: recruiting procedures, career choice and patterns, 
managerial development, skills training, communications flow, 
motivation and productivity, job design, compensation, etc. 

- Scientifically grounded basis for change In company 
- Managerial development 

Description: 
- Six researchers plus clerical staff headed by psychologist 

make up Organizational Research Department established in 1966. 
Department head reports to VP for Manpower Development who, in turn, 
reports to Chairman of the Board 

- Managerial Grid (along lines developed by Blake and Mouton, 
1964) 

Firm: Genesco, Inc. 

Program: 
- Leadership training conducted by outside consultant agencies: 
-- Menninger Foundation 
—Levinson Institute 
—Foundation for Research on Human Behavior 
—Managerial Grid--Sc1ent1fic Methods, Inc. 
--National Training Laboratories 
—Consulting Psychiatrist 
—Development Council 

Objectives: 
- Integrate the goals and objectives of individuals into the 

larger long-range objectives of the organization 

Description: 
- Consulting psychiatrist conducts diagnostic interviews, 

counseling, and does personality assessment and manpower planning. 
- Development Councils 

-- Three councils, one for each major division: manufacturing, 
wholesale, and retail, composed of twelve members each. 

-- Members are "most promising" managers selected by peers 
and superiors, age 35 to 40. 

— Membership lasts three years; there are four meetings per 
year 

— Meetings are initially task-oriented, then structured. 
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-- Purpose is to develop "generalists," to increase inter
personal competence, sharpen decision-making skills, and 
broaden view of total corporation. 

-- Written and oral peer evaluations at end 

Firm: Hotel Corporation of America 

Program: Organizational Development 

Objectives: 
- Improve communication between central office staff and 

operating executives, and among other managers 
- Eliminate internal competition and antagonism 

Description: 
- Initiated in 1958 
- Consultant interviewed managers throughout company and outlined 

problem areas as follows: 
-- Communication between president and subordinates 
-- Line-staff communication 
-- Location of decision-making 
-- Official communication procedures 
-- Confusion over roles 

- President, central staff , general managers and consultant hold 
periodic three-day, off -si te conferences in a laboratory format 

- Similar meetings held for second-level managers 
- Family labs for al l levels (basic content is "spin-off" from 

sensitivity training) 

Firm: Raymond. Corporation 

Program: 
- Outside training labs 
- Managerial Grid 
- Team Building 

Objectives: 
- Improve upward communication 
- Eliminate "credibility gap" 
- Improve organizational effectiveness 

Description: 
- Initiated in 1963 
- Management consultant performed diagnosis 
- Conference with top management using diagnosis as "confronta

tion data" 
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- Programs for managerial attendance in outside labs, internal 
labs, and managerial grid 

- Team building 
- Internal programs involved middle management, f irst- l ine super

visors, corporate officers and some non-exempt office and factory 
workers. 

ResuVU: 
From 1963-68, sales increased from $7.6 to $23 million, net 

income from $520,000 to $1.2 million, and earnings per share from 
72^ to $1.31. (Author notes this period was one of great GNP growth.) 

Firm: Syntex Corporation 

Program: Organizational Development 

Objectives: 
- Enhance the achievement of following organizational goals: 
-- Development of a high degree of confidence in subordinates 
-- Motivation primarily based on challenging assignments with 

mutually established objectives 
-- Free flow of conwunication for an informed work force 
-- Decisions pushed down in the organization as far as possible 
-- Control systems used primarily for self-monitoring and 

guidance 
-- Reward systems geared to encourage high performance and 

innovation 
-- High degree of mutual trust and respect among organization 

members 

Description: 
- Initiated OD in 1966 
- Syntex is a multinational corporation with headquarters in 

Mexico City and subsidiaries in Spain, Sweden, Italy, Great Britain, 
Australia, and Japan. Its Research Center is located in Palo Alto, 
California. The primary orientation of Syntex is research and a 
large portion of its work force is composed of scientists. 

- The OD program undertaken was a total organization approach 
as opposed to managerial development, organic, internal and related 
to the culture of the organization, and designed to accomplish basic 
behavioral change 

-Company organized into natural work groups 
- Use of internal "cousin," "family," and "fish-bowl" labs; 

limited use of outside "stranger" labs 
-- Cousin labs composed of personnel from a variety of locations 
— Family labs composed of natural work group members 
-- Fish-bowl labs composed of two natural work groups (e.g., 

manufacturing and quality control) 



-- stranger labs composed of individuals from different 
organizations. 

- Internal labs held off-site for five days 
- Begin with business game, then interaction, evaluation or 

performance, and Interpersonal feedback. 
- Fish-bowl labs involve intergroup interaction to resolve 

conflict and enhance communication. 
- Team building conducted on site. 
- Participants include, in addition to management, non-exempt 

personnel and production and maintenance employees. 

Results: 
- Experiment involving four sales groups: two Involved in team 

building, two non-involved. Sales groups Involved in team building 
significantly outperformed other sales groups. 

- Overall enthusiasm for lab training, more managers calling 
on OD specialists for problem-solving assistance, more rank and file 
comnitment, less absenteeism, more introspection and interpersonal 
feedback. 
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Firm: Texas Instruments, Inc. 

Program: Managerial Grid 

Objectives: 
Enhance organizational effectiveness and improve employee job 

satisfaction. 

Description: 
- Initiated overall behavioral science program in 1961; started 

using Grid in 1968. 
- Started with top management then worked down to foreman level. 
- Grid program along lines of Blake and Mouton, 1964. 
- Natural work groups (i.e., organizational units that have 

common work objectives, common or related tasks, and usually work in 
close proximity under a common supervisor) involved in a form of 
team building. 

-- Participate in work simplification and joint goal-setting 
-- Assign group-member tasks 
-- Interesting and dull jobs rotated equitably 
-- Feedback on performance 

-The goals are broken down into units that employees can relate 
to on a relatively short-term basis. 

- Profit-sharing included in overall program 
- Involvement is problem-oriented and directly related to the job 
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Firm: TRW Systems 

Program: Career Development 

Objectives: 
- Creation of a climate that encourages self-actualization for 

the Individual and the utilization of the individual's self-
actualization in terms of work for the company. 

- Deal with conflict openly and directly 
- Increase individual managerial, administrative, and technical 

skills 
- Develop Interpersonal and group membership skills 
- Create an environment in the organization which would be more 

conducive to individual and group growth, development and effectiveness 

Description: 
^rTrrtiated in 1963 
- Participants from all areas, including: professional and 

technical, managers, accounts, computer personnel, etc. 
- Sensitivity training 
— Begin with off-site, task-oriented, "cousin" lab 
—Follow-on sessions on-site 

- Team building 
-- Bring to light problems that may interfere with task 

accomplishment 
— Produce "action list" of required job-related activities 

for more effective group functioning 
- Intergroup building 
-- Key people from two different groups meet to explore inter

dependencies, problem areas, and conflicts, and effect more efficient 
function. 

-- Start by making list of things one group is doing that is 
bothering the other. Lists are then presented and discussed. 

- Confrontation 
— Throughout labs and on-job confrontation is stressed (i.e., 

leveling on all job-related issues and behaviors). 
-- Not sentimental approach, but tough, task-centered, with 

each person sure that "feedback is given objectively, without any 
intent to hurt the other person" 

- Third-Party Facilitators 
-- Personnel specialists available to assist in problem areas 
-- Help further team development on job 

- Setting priorities 
-- Researchers set priorities on each of their projects; then 

meet with other researchers in a lab format to determine overall 
priorities. 

— Research lab directors then meet with center director 
and determine organizational priorities 

— Final decision rnade by Research Center director who then 
presents his reasons to overall group 
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Note: The source of the foregoing case studies is Harold Rush, 
"Behavioral Science: Concepts and Management Application," 
National Industrial Conference Board, Personnel Policy 
Study No. 216, 1969. 

Firm: Autonetics Division of North American Rockwell Corporation 

Program: Participative Management 

Objectives: 
- Improve performance in production and quality assurance 

operations and increase employee job satisfaction by: 
-- Obtaining more accurate information about weaknesses of 

current production systems 
-- Improving communication between production personnel and 

the technical specialists who develop new tools and 
techniques 

-- Increasing employee commitment to organizational goals, 
and so on. 

Description: 
- Supervisory Development 
-- Initial training: Four, one-hour orientation sessions for 

supervisors, in which the basic principles of group leader
ship, problem-solving, and goal-setting were introduced, 
plus general participative management techniques and 
concepts. 

-- Employee group applications: meetings were held between 
supervisors and their work groups to open two-way 
communication, engender team work, set goals, establish 
performance criteria, identify problems, obtain a better 
understanding of the relationship between the group 
output and the final end product 

-- Individual coaching: human factors specialist provided 
supervisors individual coaching before and after group 
meetings 

— Goal setting and feedback: after at least eight one-hour 
group sessions were held, supervisors were given two 
additional hours of Instruction on the establishment of 
group goals and feedback 

-- Management follow-up and evaluation: after ten to twelve 
group sessions, supervisors met with management and human 
factors specialist to discuss results and problems. 

Results: 
- Compared with supervisor-groups, which had not participated 

in the program, the experimental groups scored significantly higher 
on job attitudes (80 percent vs. 35 percent), and production 
improvements (95 percent vs. zero). 

Source: Chaney. F. B., 1969. 
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Firm: General Motors 

Program: Organization Development 

Objectives: 
Tvaluate the total organization and map realistic corrective 

strategy which Integrates all interrelated elements and takes into 
account their combined effects on organizational effectiveness," 
including 

- Increased employee Involvement 
- Improved communications 
- Improved training 
- Team building 
- Planned personnel development 
- Job enrichment 
- Improved employee motivation and satisfaction 

Description: 
- Initiated pilot study in 1969: GM and the University of 

Michigan, Institute for Social Research (ISR). 
— Project goals were: (1) seek long-term improvements in 

human organization of GM, and (2) stimulate new concepts 
of managing people more consistent with changing nature 
of modern work force. 

-- Involved four GM plants 
— Conducted questionnaire survey among hourly and salaried 

employees 
— Based on survey data, implemented improvement programs 

designed to increase employee involvement. Improve train
ing and information sharing to develop a "more participative 
type of organization" 

-- Results based on continued surveys over 1969-1973 
Indicated (1) "that there is a clear relationship between 
plant performance and how employees feel about the organ
izational climate, quality of management and employee 
management relationships," and (2) "concentrated and 
continuing efforts to bring about Improvements in these 
areas also can result in significant advances in employee 
morale and motivation, job satisfaction, labor relations, 
and overall performance." 

- Initiated "formal OD functions" (no corporate-wide program) 
in 11 major GM organizations and are in process of establishing others. 
More than 80 OD specialists working in 40 GM plants in U.S., Canada, 
and overseas. Examples: 

— GMC Truck and Coach Division experimenting with group 
assembly 

— Oldsmobile Division's Press Plant has quality improvement 
program featuring worker involvement in developing plan 
for higher quality 
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Delco Electronic Division including both hourly and salaried 
employees in establishing departmental and Individual goals 
Questionnaire survey being used to measure organizational 
effectiveness, employee attitudes, solicit ideas for 
improvements, etc. 
GM Suggestion Plan in operation 30 years, covers 200,000 
employees 

Results: 
- Improved relations between foreman and workers 
- Decreased absenteeism 
- Improved quality and reduced repair costs 
- Better employee attitudes 
- Improved communications 
- Generation of useful ideas 

Source: General Motors Corporation "1973 Report on Progress in Areas 
of Public Concern," GM Technical Center, Warren, Michigan, 
8 February 1973, pp. 71-75. 
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Summary. Involvement is a yery broad concept of work design 

concerned primarily with context factors and, especially, decision 

making. For this reason, the strategy most commonly connected 

with the involvement concept Is generally referred to as "partic

ipative decision making" (PDM). The roots of PDM and much of its 

theoretical basis lie in the works of Kurt Lewin (1938, 1947) and 

his concepts of "group dynamics" and Douglas McGregor (1960) and his 

Theory X-Theory Y. The foundations of PDM have been steadily expanded 

by a host of findings in basic research on the social psychology 

of groups and by numerous field studies. Of the latter, the report 

by Coch and French (1948) on experiments with participation to 

ameliorate "resistance to change" in Harwood Manufacturing is con

sidered by many to be a landmark in the field. 

The general premise in the PDM strategy is that employee 

participation in decision-making produces improved employee 

performance and higher employee job satisfaction. Just how these 

salutary outcomes come about is a matter not yet fully explicated. 

The degree of supervision exercised and leadership style are 

issues closely related to, or concomitants of, PDM. In some respects, 

PDM has a good deal of overlap with job enrichment. For example, 

giving workers a say in decisions that affect their work activity 

under the PDM approach corresponds closely to the enrichment approach 
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of granting the individual additional authority in his job, and 

removing controls while retaining accountability. However, the basic 

orientation of the strategies is different, both in relation to job 

factors (content versus context) and human factors (individual 

versus group). 

The PDM approach has expanded over the years in order to 

foster the conditions thought necessary to a successful PDM effort. 

Among derivative or corollary programs are those dealing with 

educating management and workers in the PDM concepts and procedures 

(e.g., through "laboratory education"), improving coimunication and 

interpersonal awareness between organization members (e.g., through 

T-group"/"sensitivity training"), enhancing leadership abilities 

(e.g., with "Managerial Grid" training), facilitating intragroup and 

intergroup functioning (e.g., through "team building"), and improving 

feedback, or knowledge of results, regarding interpersonal relations 

and performance (e.g., with "survey research and feedback"). The 

broadest approach to PDM, which generally incorporates all the examples 

cited above, is "organization development." 

Although there are many approaches to PDM, the essential 

components of the basic involvement concept from which PDM derives 

and, thus, the essential components of any legitimate PDM strategy 

are: 
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1. Give Individuals the opportunity to participate in making 

decisions that affect their particular work activity (generally, 

by involving them in group decision making with members of their 

natural work unit—e.g., section or branch) 

2. Give individuals the opportunity to be represented in 

decision making concerning matters of broader impact--e.g., affecting 

the work activities of individuals in other work groups as well as 

their own (generally, by allowing them to elect an individual from 

within their ranks to participate as their representative in intergroup 

decision making) 

On the surface, the PDM strategy seems relatively straight

forward and appeals to the "common sense." In reality, PDM involves a 

whole host of assumptions regarding both individual behavioral and 

group behavioral processes which must be explicated before the 

strategy can be properly evaluated. We will take up this task in the 

following chapter. 

Incentive Systems 

An "incentive" has been defined (p. 17) as an external 

factor in the environment which, for one reason or another, has an 

influence on the individual's behavior. The "incentive value" of a 

particular object, circumstance, or consequence of an act is inferred 
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from the individual's behavior in relation to that object, circumstance, 

or consequence. For example, if an individual consistently exhibits 

approach behavior toward a particular object, it is inferred that 

the object possesses positive incentive value for the individual. 

If the individual consistently displays avoidance behavior relative 

to the object, it is inferred that the object has negative incentive 

value for the individual. Objects which have neither positive nor 

negative incentive value are considered neutral stimuli for the 

individual. It is important to remember that generally stimuli do 

not have incentive value innately, but only in relation to a 

particular individual or organism. Also, the incentive value of 

stimuli may fluctuate, gaining or losing strength apparently as a 

function of experential factors in the individual's "life space" 

(p. 73). 

There are certain stimuli which, by virtue of their biological 

significance to humans, have pervasive incentive value (e.g., food, 

water, sex, etc.). Other stimuli acquire incentive value through 

conditioning. The stimuli which have the greatest generalizability 

are general conditioned reinforcers (p. 37). Money is such a 

stimulus and "wage incentives" represent the most common constituent 

of "incentive systems." 
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Individual Incentive Systems 

The Handbook of Personnel Management and Labor Relations 

(Yoder et a l . , 1958) breaks out incentive pay plans into two broad 

categories: piece rate plans and standard time plans. Piece rate 

plans, which have been in existence for ages, are characterized by 

a relationship in which the worker is paid a definite amount for each 

unit produced. Standard time plans generally provide a base rate of 

pay plus a "bonus" or "incentive" for production above standard. A 

third type of plan is measured day-work. Here, a pay range is set 

for each job classification and payment within that range is determined 

by whether the employee has produced the "measured" amount of work, 

plus other performance/merit rating factors. 

Five "basic" plans (plans having had wide usage) are mentioned 

in the handbook: the Taylor Differential Piece Rate Plan, the Gantt 

Task and Bonus System, the Halsey Premimum Plan, the Rowan Plan, and 

the Bedeaux System. I t is pointed out that relatively few firms 

use any of these plans in "pure" form, although many incentive 

systems used today contain recognizable elements of one or more of 

them. All the plans have at least one aspect in common—they attempt 

to link wages earned as directly as possible to individual worker 

productivity. The plans are il lustrated in figure 32. 

Group Incentive Systems 

Behavioral scientists have generally advocated group over 

individual incentives. The group incentive system may include the 

entire organization, a plant, a single department, or some other 
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PAY 

Daily Production in Percent of Standard 

Fig. 32. Workers' earnings opportunities under 
various wage incentive plans 
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logical division. With group incentives, each member of the group 

receives a "bonus" based on the output of the group as a whole. 

The bonus is generally computed as a percentage of the individual 

worker's base pay. The percentage i tse l f may be derived by comparing 

some measure of output to an established norm, or by establishing 

a percentage of the company's profits. The lat ter method has become 

known as "profit sharing." This form of group incentive is employed 

by many large companies, among them Sears Roebuck, Procter and Gamble, 

Eastman Kodak, and Prentice-Hall. I t has been estimated (Wall Street 

Journal, 12 October 1971) that as of 1971, as high as eight million 

employees --predominantly white-collar and nonunion--were covered by 

profit-sharing plans. 

Perhaps the outstanding examples of group incentive systems, 

in terms of their success and the exposure they have received in the 

literature, are the Scanlon Plan and the Lincoln Electric Plan. 

Neither plan is at a l l new (they go back to the 1930s), but both 

have enjoyed continuing cr i t ical acclaim by management theorists right 

up to the present. 

Ttie Scanlon Plan. This plan derives i ts name from its 

developer, the late Joseph Scanlon, a former head of the United 

Steel Workers Union and lecturer at the Massachusetts Institute of 

Technology. 

As an incentive system, the Scanlon Plan relies only partly 

on financial rewards. Further, there is no universal bonus formula 

applicable to any situation. McGregor (1960), for example, states 

that: 
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The Scanlon Plan is not a formula, a program, or a set of 
procedures. I t is a way of industrial life—a philosophy of 
management--which rests on theoretical assumptions entirely 
consistent with Theory Y (p. 110). 

McGregor outlines three conditions of the Scanlon Plan: 

1. A formally established "area of collaboration" and the 

mechanisms necessary to coordinate such collaborative effort through

out the organization--this is accomplished without undermining any 

established union 

2. A meaningful, realistic, and common objective in terms 

of which such collaborative effort can be objectively measured 

3. A "psychologically adequate" system of economic and non-

economic rewards for a wide range of contributions to organizational 

effectiveness 

According to McGregor, the Scanlon approach has the follow

ing advantages: 

1. I t serves to integrate the functions of the organization 

and the efforts of its employees 

2. I t encourages employees to cooperate among themselves 

and compete with other companies 

3. I t minimizes resistance to change and encourages worker-

generated change suggestions for improving productivity 

4. I t discourages dysfunctional worker behavior, such as: 

output restrictions, work stoppages, absenteeism, and so on 

5. I t provides a means for the satisfaction of individual 

ego and self-actualizing needs (see page 58 ) 

6. I t brings about effective collaboration between staff and 

line 
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7. I t serves to educate the workers to economic realities 

in the business world 

8. And, f inally, i t serves as an effective Incentive system 

generally, because rewards are related to factors in the work 

environment over which the workers have a sufficient degree of 

control, rewards are distributed in a reasonably close temporal 

relationship with contributions, and a wide variety of contributions 

(rather than just "output per man-hour") are rewarded, and the 

procedures involved in determining rewards are simple and understand

able to the worker 

The Scanlon Plan has been applied successfully to organizations 

ranging in size from 60 to over 7,000, with one to many plants, 

located in both rural and metropolitan areas, where economic conditions 

have ranged from poor to good. A wide variety of manufacturing 

industries have been involved, most unionized, with generally good 

uni on-management relations. 

I t is emphasized that the union must take an active part in 

the development, implementation and maintenance of the plan. In this 

way, the union will do a better job of representing the work force 

and management will be in closer contact with the union. The Scanlon 

Plan is not a method of easing out the union, and is not a substitute 

for collective bargaining and normal wage increases. 

Russell W. Davenport (1958) has stated that the Scanlon Plan 

is based on the principle of participation, and: 

Real participation consists in finding a means by which to 
reward labor for any increase in productivity and then in 
building around this formula a working relationship between 
management and labor that enables them to become a team (p. 21). 
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Thus, the f irst task in Implementing the Scanlon Plan is to find a 

link between the worker's performance and overall shop/plant 

productivity. This link or measure must be as direct as possible. 

In this regard, final profit is considered one of the least acceptable 

measures. 

Measuring performance and determining the bonus.--The most 

common measure of performance employed in Scanlon Plan applications 

has been a ratio of the total payroll of a particular productive 

unit and the sales value of what was produced by that payroll, i .e . . 

Scanlon Plan Ratio = Pw^H 
Sales Value of Product 

The Sales Value of the Product is generally defined as Net 

Sales plus or minus changes in inventory. Net Sales are Gross 

Sales minus returns, allowances, and freight-outs; and inventory 

includes work in progress and finished goods. 

The Ratio is computed from data generated in some base 

period carefully analyzed to assure i t is representative. Say the 

Ratio thus computed turned out to be .38. Suppose, then, that 

in some succeeding month under the Plan the Sales Value of the 

Product turns out to be $100,000. The "normal" payroll would then 

be expected to be $100,000 x .38 = $38,000. Essentially, then, 

it is the difference between this "normal" payroll and the actual 

payroll that constitutes the "bonus'! This bonus is distributed 
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to employees monthly as a percentage of their participating 

payroll.* 

In i t ia l ly , the entire difference between the normal and 

actual payroll was distributed to labor as the bonus. More recently, 

however, i t has been common to divide the bonus 75/25, labor to 

company, respectively. To a large extent, this division reduces 

the number of adjustments management might otherwise make to the Ratio 

as a result of technological improvements. 

Additionally, a percentage of the bonus (commonly 15 to 

25 percent) is set aside to cover any periods during which the actual 

payroll turns out to exceed the normal payroll. This "reserve" is 

established on a yearly basis at the end of which any remainder (in 

excess of deficits) is paid out in the same way as monthly bonuses. 

Generally, the company absorbs the differences i f the deficits exceed 

the reserve. 

The Scanlon Plan generally includes a provision for adjusting 

the Ratio as conditions that were present in the base period undergo 

significant change. For example, substantial technological improve

ments introduced by management that would lower labor costs without 

any increase in productive efficiency on the part of workers would 

justify an adjustment of the Ratio. Increases in wage rates 

*The participating payroll differs from the actual payroll by 
vacations (and sometimes holiday pay), probationary payroll, and 
time not worked by salaried employees. The bonus is not paid on 
vacation pay because only actual effort in the production process 
is remunerated through the bonus system. The same reasoning 
applies to salaried employees whose pay continues when they 
take time off for personal reasons. Probationary payroll is 
that pay for new employees who are considered not fully trained 
01" full participating factors in the organization. 



237 

and increases or decreases in sales prices would be other reasons for 

adjusting the Ratio. The agreement makes no attempt to anticipate 

all the possible contingencies. I t simply provides a mechanism for 

union and management to negotiate a new ratio. 

Suggestion system.—Labor-saving suggestions submitted by 

employees are credited with tlie major portion of increased productiv

ity under the Scanlon Plan. The Scanlon suggestion system is a marked 

contrast to traditional suggestion systems. First, there is no 

individual payoff. The individual is expected to contribute his 

ideas for the benefit of everyone and he shares the economic reward 

with everyone. Second, a definite mechanism is established for the 

review, development, and Implementation of suggestions. And, third, in 

the event a suggestion is not considered feasible, a detailed 

explanation of why not is provided the employee. 

The mechanism for handling the suggestion system consists of 

two committees--a "production" committee, located at the shop level, 

and a "screening" committee, established at plant level. The production 

comirittee is made up of a minimum of two people, the foreman and a 

labor/union member, generally selected by his fellows. The committee 

members are generally always on the job and easily accessible. They 

meet formally at least once a month to review suggestions of fellow 

employees. The committee also discusses procedures, plans, and 

scheduling, and anything else that may affect production in that month. 

At this level, the conwittee has the authority to institute suggestions 

that do not affect other departments or involve a substantial outlay 

of money. Also, only i f both the labor/union and management sides of 
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the production committee agree can a suggestion be rejected at this 

level. Suggestions which do not meet these cri ter ia are passed on to 

the screening committee. Any employee whose suggestion is rejected 

is personally contacted and told why his suggestion could not be 

adopted. Employees have the option of appearing before the production 

cormiittee in person to present their ideas. 

The screening committee is composed of an equal number of 

management and labor/union representatives from various departments 

in the organization. In larger organizations, the committee usually 

includes the president or executive vice-president of the company 

and the president of the local union, i f the plant is unionized. 

Screening committee meetings are also held at least once a month and 

their functions include: 

1. Determining the bonus for the previous month's effort 

2. Discussion of any factors which may be affecting the 

Plan and/or the Ratio 

3. Screening of a l l the suggestions that have come in from 

the various production committees 

At this level , management has the final say on acceptance or 

rejection of any given suggestion. All suggestions are judged on 

their merit and their contribution to all involved, rather than on 

their effect on some personality in the organization (Lesieur, 1958). 

A thorough follow-up is required on al l suggestions—both accepted 

and rejected. Minutes of the screening committee meetings are dis

tributed to everyone in the plant. 
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The Scanlon approach may be summarized as follows: 

1. Find a "normal" labor cost for the group under considera

tion and devise a means of rewarding the group for any savings under 

that cost 

2. The means so devised must link as directly as possible 

the worker's productive effort and overall plant productivity, must 

be simple and understandable to the workers, and must apply to 

conditions over which the workers have a high degree of control 

3. The rewards provided the group must be as closely spaced 

as possible to the time during which the savings were accomplished 

4. The total group reward should be distributed equitably 

to individuals in the group (as a percentage of their basic wage in 

the Scanlon Plan) 

5. The reward should not be a substitute for the basic wage 

and normal Increases thereto 

6. The means of rewarding the group must be flexible in order 

to adapt to changing conditions 

7. The means for rewarding the group and any changes thereto 

must be developed through a cooperative effort on the part of manage

ment and labor/union 

8. In the event of union affiliation, active union participa

tion and cooperation must be sought (and gained) if the plan is to be 

successful 
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9. The Plan must not be used in an attempt to undermine 

union Influence or do away with collective bargaining 

10. Union leaders must understand the market factors 

influencing mangement's decisions (pricing, marketability, profit

ability, return on Investment, long-term planning, etc.) 

11. Exchanges between management and labor/union must be 

open and forthright 

12. A formal structure should be established to encourage 

employee suggestions for improving productivity and to review, rule 

upon and implement suggestions received 

13. The processing of employee suggestions should Involve 

both management and labor/union in a joint, cooperative effort 

14. The eiTployee should receive full credit for any of his 

suggestions implemented and a full explanation for suggestions not 

considered feasible 

15. The financial payoff for suggestions should accrue to 

the group through the regular reward system, rather than to any single 

individual 

16. The Plan should apply to the entire organization, manage

ment and labor alike, i f at all possible 

17. The foreman must be an integral part of the Plan and may 

require special training in order to operate effectively under i t 

18. The Plan must have top management support and participa

tion in order to succeed 

19. Suggestions should be processed expeditiously, with manage

ment's having the final "yea" or "nay" on all proposals 
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20. I f another form of Incentive system is in operation, 

provisions must be made so that implementation of the Scanlon Plan 

does not accrue to the earnings disadvantage of the workers--a 

guarantee of their basic wage plus average incentive earnings is one 

such provision. 

Incentive management--the Lincoln Electric Plan. Like the 

Scanlon Plan, the Lincoln Electric Plan is more than a wage Incentive 

system. Its founder and the founder of the company, James F. 

Lincoln, had strong opinions about the nature of man and the need 

for an understanding of his nature in the structuring and applica

tion of any management strategy. Lincoln's own strategy for managing 

his company reflected his opinions about man and his belief that the 

proper goal of industry was "service to the public," which he 

equated with "a lower and lower price for a better and better product" 

(Lincoln, 1951, p. 107). 

Whether one agrees with Lincoln's philosophy of business and 

government, or indeed with his opinions about man's nature, i t is 

difficult to quarrel with his success. Lincoln Electric Company's 

record has been phenomenal. They own the greatest share of the 

market for their product (electric arc welding equipment); they con

sistently underprice their competition; and yet pay very significantlly 

higher wages. At the same time, they have paid a high, stable 

dividend to stockholders. Over the years, Lincoln employees' pro

ductivity has averaged more than five times that of both industry 

as a whole and machine and electric industry. In sixteen years of 

operation, Lincoln Electric experienced not one single work stoppage; 
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and their turnover rate is minimal, averaging about one-eighth to 

one-fourth of the industry average. 

Philosophy behind the Lincoln Plan.--James F. Lincoln had 

very definite ideas about the various factors involved in running a 

business and dealing with people. This covered the gamut from the 

role of government in business (the less the better!) to the role of 

the manager (he should lead, not "boss"). Some of Lincoln's major 

ideas and those which underlie the Lincoln Electric Plan are listed 

below. 

Goal of Industry 

The primary goal of any industry to be successful continuously 
must be to make a better and better product to be sold 
to more and more people at a lower and lower price (p. 14). 

Recognition and Cooperation 

The worker (which includes management), the customer, the 
owner and all those involved must be satisfied that they 
are properly recognized or they wi l l not cooperate, and 
cooperation is essential to any and all successful 
applications of incentives (p. 11). 

Responsibility 

. . . the men you are leading must have the feeling of 
responsibility to the team of which they are members. 
That must be a rea l i ty , not an act. Each one must be 
responsible (p. 58). 

Leadership 

. . . when any man makes the team accept him as a teammate. 
You are not the boss, you are a leader. . . . You are not 
dominant, except as you deserve to be from your contribu
tion to the team's success (p. 60). 

Advancement 

Advance the man only on his abi l i ty and contribution to 
the company (p. 59). 
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Challenge 

. . . give the person whom you wish to develop a job that 
is over his head. Show him that you expect him to do it. 
Do that in such a way that he sees that you believe he 
can, so that he himself feels that he should be able to 
do It (p. 57). 

Follow-Up 

. . . keep the pressure on. After the first step 
in development has been accomplished, have the next 
follow quickly (p. 59). 

People 

If we are to understand how to introduce Incentive in 
industry, the f i rst principle is to deal with reality 
in dealing with people and understand why they are as they are 
and how they got that way (p. 93). 

Cooperation 

The first step in developing an incentive is to get the 
cooperation of all those involved (p. 80). 

Recognition 

The worker must feel that he is recognized in accordance 
with his contribution to success (p. 81). 

Man and His Work 

It is false to think of the worker as a "class apart" from 
the boss/manager, just as i t is false to think of certain 
kinds of legitimate work as inherently "degrading" (p. 93). 

Financing the Business 

The only healthy way an industry can grow is by financing 
and development from within (p. 48) 

The plan itself . —The Lincoln Plan is a combination of profit 

sharing and stock option, with some major differences. First, an 

attempt is made to reward the worker in direct proportion to the 

contribution he makes to the success of the company. Advancement 

in the conpany also depends on the workers' ability and contribution. 
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Higher level management positions are f i l led from within the organiza

tion. Second, only Lincoln employees may own Lincoln stock and only 

i f they have been employed for at least a year. I f , for some reason, 

the employee decides to leave Lincoln, he must sell the stock back 

to the company. Finally, the wage incentives part of the plan is 

only a part of the overall plan. To quote Lincoln (1951): 

Incentive management is not a method of merely paying more 
for more production [nor] a new method of wage payment. 
I t is , instead, a new conception of the relationship 
[between] management and workers (p. 121). 

Under the Lincoln Plan, employees are rated three times per 

year. The sum of these ratings determines the employee's share of 

the bonus, as well as advancement opportunity. The employee has the 

right to an explanation of any rating given. The bonus has nothing 

to do with wages; workers receive the same basic wage rate as workers 

in comparable industrial jobs. Over a sixteen-year period, 1935-1951, 

the minimum bonus paid averaged 20 percent of wages and the maximum 

averaged 128 percent of wages. The average total bonus over that 

sixteen-year period was over $40,000 per worker! The total bonus to 

be divided among Lincoln employees is derived from profits minus a 

six percent dividend to stockholders and an amount set aside by the 

company's directors as "seed money," capital for growth and 

improvement. 

The Lincoln stock ownership plan allows employees to profit 

even more for their own efforts, since only employees have the 

opportunity to purchase stock and they receive the benefit of a 

steady six percent (paid quarterly) of the company's actual value. 



245 

Thus, the stock increases in value and the dividend increases as 

the net worth of the company increases, which i s , of course, a 

function of the contribution made to the company by its employees. 

In effect, the company's employees are also i ts owners; and this fact 

of ownership is a valuable incentive. Stock ownership has the added 

advantage of "educating the employees to the ins and outs of profit 

and loss, market conditions, and so on. The workers' knowledge of 

this area is an important benefit to communication and understanding 

between labor and management. 

Lincoln advises that an Incentive plan must be "adopted" by 

the employees, rather than "installed" by management. The plan 

cannot be successfully implemented or operated without full 

participation and cooperation by al l those involved. 

A tabularized summary comparing the essential features of the 

Lincoln Electric and Scanlon Plans is presented in table 15. 

Summary. We have limited our review of wage incentive systems 

because, generally speaking, most wage incentive schemes derive from 

the classical school of management and have, until recently, received 

l i t t le attention from the behavioral school. The exceptions are the 

Scanlon Plan and the Lincoln Electric Plan. Perhaps because of their 

success, these plans have received considerable attention in the 

behavioral l i terature. 

One of the f i rs t things to surface on careful examination of 

these plans is that they are far more than just wage incentive systems. 

In fact, i t is hard to miss the elements of participation which 
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TABLE 15 

A COMPARISON OF SCANLON AND LINCOLN ELECTRIC PLANS 

Features 

Type of Incentive 

Paid 

Distribution 

Determination of 
Bonus 

Extent of Plan 

Development and 
Implementation 
Approach 

Structure of Sugges-
tlon System 

Stock Options 

Approach to Union-
Management Relations 

Scanlon Plan 

Group 

Monthly 

As a percentage of 
basic wage 

According to success 
of firm: 

1. Ratio = pa^yroll 
to sales value of 
product 

2. Bonus - Ratio x 
Sales Value of Product 
minus actual payroll 

Organization 

Participative 

Formal, through pro
duction and screening 
coimrfttees 

None 

Participative 

Lincoln Plan 

Group 

Yearly 

Weighted according to 
sum of three ratings 
per year 

According to success 
of firm: 

Profit after divi
dend and "seed money' 

Organization 

Participative 

No formal structure 

Stock owned only by 
owner/employees; 
dividends paid 
quarterly 

No explicit policy 
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invest both plans and their stress on open and forthright communica

tions, good Interpersonal relations, and cooperation and trust, among 

other things. 
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CHAPTER VII 

FRAMEWORK FOR THE INCORPORATION OF SOCIAL 

PSYCHOLOGICAL FACTORS IN WORK DESIGN 

We have stated (p. 5 ) that behavioral science strategies 

have met with a discouragingly high failure rate, and this suggests 

a need for a more thorough understanding of the way social psychological 

aspects of human behavior relate to work design. The problem is not so 

much one of a lack of knowledge--there is a wealth of relevant know

ledge available--as it is a defect (from the work designer's standpoint) 

in the organization and form of the knowledge. First, the relevant 

social psychological information is mainly of a diagnostic and research-

oriented character. Second, such information as is available tends to be 

found only in bits and pieces in the masses of research reports and 

papers that are produced (Ivergard, 1973). Thus, we are not in a posi

tion to apply this information directly in our design efforts. There are, 

of course, periodic attempts to gather together information from the 

social/behavioral sciences in book form and discuss it in the context 

of a particular problem area, such as urban public schools and housing, 

the hardcore unemployed, drug abuse and therapy, worker alienation, and 

theory and practice of management. Many of these books are excellent. 

However, their tone is typically descriptive and, in a general sense, 

prescriptive rather than approach-oriented. Thus, their utility is 

strictly limited to: (1) the currency of the data and/or theories 
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upon which they base their premises, (2) the enduring nature of the 

particular conditions they are treating, and (3) the operationality of 

their remedies. This is why our purpose is to provide a "framework" 

for the incorporation of social psychological factors in work design. 

In this way, we hope not only to provide a means of applying current 

knowledge to current problems, but to erect something that can be 

added to, so that future knowledge may be applied to future problems 

as well. 

Our approach, as outlined earlier, involves an analysis of three 

broad categories of behavioral science strategies: enrichment, involve

ment, and incentive. This analysis is intended to serve as a point 

of departure for a more general approach to the incorporation of social 

psychological factors in work design. 

In previous chapters, we have reviewed theories, concepts, and 

findings dealing with human behavior (chaps. Ill, IV, and V) and the 

aforementioned behavioral science strategies (chap. VI). We are now 

ready in this chapter to construct our framework. We shall start out 

with an elaboration of our earlier definitions of work design and pro

ductivity in order that the context in which we are using these terms 

be thoroughly understood. This will be followed by a brief discussion of 

the "systems approach" to work design and where, in general, considera

tion of social psychological factors fit in. We will then discuss our 

scheme for organizing relevant social psychological information in a 

i'ormat which facilitates the evaluation of specifiable work design 

strategies--i.e., a "behavioral taxonomy." The major part of the 

chapter will then be devoted to an analysis of enrichment, involvement 



and incentive, and the construction of a taxonomy for each. The chapter 
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will end with summary and conclusions. 

Work Design and Productivity 

Work Design 

Earlier in the paper (p. 11), we stated that our use of the 

phrase "work design" involved the specification of work content, 

method, and relationships In order to satisfy technological and 

organizational requirements, as well as the social psychological 

requirements of the worker. This frame of reference is illustrated 

in figure 33. So broad an orientation necessarily involves the 

consideration of a great many factors, as shown in table 16. We are, 

of course, concerned here with the social psychological aspects of 

work design. Still, It is necessary to realize that the proper 

approach is integrative—all aspects of the human factors area must 

be considered in relation to engineering/technological requirements 

in order to reach an optimal solution. 

Fig. 33. Frame of reference for work design 
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TABLE 16 

OUTLINE OF THE FACTORS TO BE CONSIDERED IN WORK DESIGN 

\'m 

Man 
Consideration of sex physique training 

age intelligence motivation 
size experience 

Definition of searching monitoring 
operational modes, e.g. tracking decision-taking 

required in final situation and thus consideration of abilities and 
limitations of human operator for all aspects of the task. 

Man-Machine Interaction 
Influence, on operator and his decisions, of 

displays-- sensory Input to operator 
controls--motor output from operator 
panel layouts—display-control compatibility 

based upon study of human information—decision—action patterns and ;;j]j 
of human, equipment, and task operational sequences. iM 

ifi'ii 

Man-Workspace Interaction 
Influence, on operator's position, posture and reach, of 

machine size 
chairs, desks, etc. 
adjacent machines, structures and material, etc. 

Man-Environment Interaction 
Influence, upon behavior and performance, of 

physical aspects 
chemical aspects 
biological aspects 
social-psychological aspects 

Physical: light and colour, noise, heat, ventilation, 
gravity, movement, electromagnetic and nuclear 
radiation. 

Chemical: gas or liquid, composition, pressure, smell. 
Biological: microbes, insects, animals. 

Social-Psychological: workteam, command structure, pay & welfare, 
shift conditions, discomfort or risk, socio-
psychological aspects of the particular task, 
factory, neighborhood, town and type of 
industry concerned. 

Special Ouestions: Consideration of non-standard conditions, such 
as errors, exceptional circumstances, or similar factors not included 
in the previous analysis of normal operation. Consideration of 
problems peculiar to the specific case under investigation. 

SOURCE: Adapted from Applied Ergonomics, 1.1.33-41. December 1969. 



252 
Productivity 

The goal of work design is generally said to be the maximiza

tion of productivity. However, It is essential to understand that 

productivity is not an end in itself, but rather a means to an end, 

namely, the survival and growth of the enterprise. Therefore, maximum 

productivity cannot be obtained at the expense of any other aspect 

which can affect the enterprise's survival and growth. For example, 

the number of items produced per hour might be maximized by running 

the machinery processing the items continuously, without break for 

inspection, lubrication, or preventive maintenance. Under some circum

stances, this may be technologically feasible. But more generally, 

this would result in the eventual failure of the machinery and the 

interruption of the manufacturing process. By shutting down the 

machinery periodically--at the expense of short-term productivity--

realization of the actual goal of the enterprise is enhanced. As 

another example, consider a high productivity obtained by a highly frag

mented job process, in which workers are engaged in highly repetitive, 

paced tasks. It may yery well turn out that the task design, though 

very efficient technically, is unsuited to work force characteristics. 

This may result, over the long term, in poor work performance, includ

ing poor quality work, and high absenteeism and turnover, among other 

dysfunctional possibilities. Again, the high productivity was 

extremely transitory and was obtained at the expense of actual organiza

tional goals. 

It is important, therefore, to view productivity as a means to 

an end and not as an end in itself. In this regard, the goal of work 
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design should be to maximize the rate of increase in productivity 

(this assures a long-term perspective), where the measure of pro

ductivity is all-inclusive of organizational goals. That is, produc

tivity should be measured in terms of degree of total goal accomplish

ment relative to total resource expenditure necessary to achieve that 

degree of goal accomplishment (this assures a sufficiently wide 

perspective). 

A typical error in work design, and a cause of many organiza

tional headaches, not to say crises, is to set up some isolated 

measure of productivity as a criterion of optimum work design. Thus, 

for example, if the number of items completed (output) per man-hour 

(input) is raised from 20 to 200 by redesign of a given manufacturing 

process, the redesign effort is considered highly successful. Granted, 

quality and safety are usually considered, but what about the social 

psychological impact on the worker? If absenteeism and turnover begin 

to rise, if complaints and union grievances increase, if the frequency 

of strikes increases, if costs due to breakage increase, can the 

redesign effort really be considered successful? In the larger sense, 

has the redesign really resulted in increased organizational produc

tivity? Obviously, the answer is "no" to both questions. 

A Systems Approach to Work Design 

The admonition to take a "systems approach" to a problem is so 

comnon nowadays that it has become somewhat of a cliche. Nevertheless, 

it remains the single appropriate investigative and design approach. 

It is akin to the scientific method as a conceptual orientation toward 
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the nature of reality and its analysis and understanding. The primary 

viewpoints in the systems approach are: (1) that all things in the 

universe are subsystems of the universe, which is "the" system; (2) that 

all systems are composed of certain key elements, these being Inputs, 

processes, and outputs; (3) that all subsystems are in some way 

interrelated and that all complex systems exhibit numerous inter

dependencies; (4) that consideration of these interdependencies is 

essential if system performance Is to be optimized and, it follows, 

that no single part (subsystem) of the system can be effectively 

treated Independently of its other parts (suboptimized); (5) that 

systems are dynamic, changing state over time; (6) that system dynamics 

are generally of a cyclic nature— they display a pattern of activities 

which repeats itself over time; and finally (7) that systems are subject 

to the entropic process—i.e., they proceed to disorder over time 

(see footnote, p. 1.32). These viewpoints, then, lead to the so-called 

systems approach to problem resolution. This approach is outlined 

below and illustrated in figure 34. 

1. Define and rank system objectives 

2. Identify the properties or conditions required to be 

exhibited in the output if objectives are to be met 

3. Identify limiting states, or constraints 

4. Determine the relationships between varying states of the 

properties/conditions and the varying degrees of fulfillment of system 

objectives—i.e., determine criteria for effective system performance 

5. Recognize and define the problem 
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6. Define the system in terms of its boundaries, interfaces, 

functions, constituent parts (subsystems) and their Interdependencies, 

inputs and outputs, and time reference 

7. Model the system 

8. "Experiment" with the model to determine feasible solutions 

9. Evaluate the feasible solutions through trade-off studies 

and select and rank those that are acceptable, including trade-off 

results 

10. Select the optimum solution 

Consideration of Social Psychological Factors 

It is generally agreed that human factors considerations should 

be made in the early stages of system design. According to McCormick 

(1964), "... the earlier satisfactory human factors considerations 

are woven into the fabric of the system the less complicating any 

modifications would be" (p. 578). One should emphasize that social 

psychological aspects of human factors must be included for early 

consideration. In so far as the work system is concerned, human 

factors (including social psychological aspects) should be incorporated 

beginning in the second phase of the traditional product engineering 

process--i.e., process design--and should then be carried through tho 

remainder of the process. This concept is illustrated in figure 35. 

As shown here, process design involves the specification of the 

operations required in the manufacture of the designated product, the 

sequence of these operations, points in the work flow in which sub

assembly and assembly are accomplished, and so on. The next phase in 
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•Size 
•Shape 
•Handli 

DESIGN 

ng 

OF PRODUCT 
•Ultimate 
•Material 
•Weight 

use 

HUMAN FACTORS/SOCIAL 
PSYCHOLOGICAL 

CONSIDERATIONS 
•Workforce character
istics 

•Human capabilities 
and limitations 

•Physical, cognitive, ' 
psychological-
emotional stress 

•Task closure, 
content & 
diversity 

•Social inter
action oppor
tunities 

•Feedback/KOR 

.44 

DESIGN OF PROCESS 
•Operations required 
•Sequence of operations 
•Location points 
•Dimensions & tolerances 
•Equipment & tools req'd 

DESIGN OF OPERATOR METHOD 
•Tasks human operator is to perform 
•Method operator is to use 
•Flow of work from one operator to 
another 
•Layout of operator workplace, 
materials, tools, & equipment 

l l l i n l 

lima 

m 
II ml 
'I mi 
• ini 
I mi 

DESIGN OF TOOLS 
AND EQUIPMENT 

•Jigs 
•Fixtures 
•Dies 
•Gauges 
•Tools 
•Machines 

DESIGN OF PLANT 
LAYOUT 

Equip, location 
& arrangement 
Location of 
stock supply 
Location of 
services (elec
tricity, gas) 
Transportation 
methods & flows 

WORK 
MEASUREMENT 

•Cycle times for 
machine and 
operator 
Flow times 
Performance 
standards 

Fig. 35. Incorporation of human factors/social psycyological 
considerations in the Product Engineering Process. 
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the product engineering process is the design of the operator method--

e.g., tasks and/or positions assigned to a human operator, methods 

and procedures to be used by the operator, etc. It is in conjunction 

with these two phases--design of process and design of operator 

method--that human factors/social psychological considerations must 

first enter the scene. The two-way arrows connecting human factors/ 

social psychological considerations with the various phases of the 

product engineering process are meant to convey the iterative nature 

of the decision processes that occur. It must be emphasized that it 

is incorrect to wait until the process is designed before considering 

human factors in connection with operator method; a typical procedure. 

As pointed out by Eary and Johnson (1962), 

The one best method for manufacturing a product has not 
yet been discovered, nor can it be said that a job can be 
performed in only one way. The process engineer is con
tinuously facing alternative solutions to manufacturing 
problems and no doubt always will be (p. 24). 

Human factors are one of the important considerations in the evaluation 

of process design alternatives. Only by their inclusion in this early 

phase of work design can the process of optimization take place 

effectively. This is especially critical as we begin to deal with 

more and more complex systems which, as Forrester (1961) pointed out, 

tend to behave counterintuitively. 

Behavioral Taxonomies 

The proper consideration of human factors, including the social 

psychological, can only take place when there is relevant information 

available upon which to base such consideration. The utility of this 
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information to the system designer depends primarily on its avail

ability, accessibility, relevance, accuracy, and operational format. 

As stated earlier, there is a wealth of relevant information avail

able, but its accessibilit;y and format leave much to be desired, at 

least in so far as social psychological factors are concerned. 

Traditional human factors aspects concerning such things as sensory 

perception and information displays and coding methods, human 

performance under thermal, noise, and vibration stress, anthropometry 

and workspace design, and so on, have received far more attention 

than the more nebulous social psychological aspects. Thus, the 

information relevant to traditional human factors considerations has, 

to a large extent, been gathered together and organized in ways which 

facilitate its use by system designers. These "behavioral taxonomies" 

take many forms and cover a wide variety of physiological, anthropolog

ical, and psychological data. They can be quite general in their treat

ment of such data, or yery specific. For example, listings of general 

statements of human and machine capabilities and limitations may be 

provided to aid in determining the allocation of functions to man or 

machine (table 17). More detailed specifications of human sensory 

capabilities are also available in the context of a particular problem 

area, such as that shown in table 18, pertaining to visual coding 

methods. The usefulness of human factors data is enhanced to the 

degree it can be presented as in table 18--i.e., as applied, rather 

than raw data. 
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TABLE 17 

A PARTIAL LISTING OF HUMAN AND MACHINE CAPABILITIES AND LIMITATIONS 

Human Capabilities. Humans 
are generally better in their 
capabilities to: 

Recognize patterns of complex 
stimuli which may vary from 
situation to situation, 
such as objects in aerial 
photographs and speech 
sounds. 

Sense unusual and unexpected 
events in the environment 

Draw upon varied experience 
in making decisions; adapt 
decisions to situational 
requirements; act in 
emergencies; develop entirely 
new solutions. 

Adapt physical responses to 
variations in operational 
requirements. 

Machine Capabilities. 
^-

Machines 
better in their are generally 

capabilities to: 

Sense stimuli that are outside 
man's normal range of sensitivity, 
such as radar wave lengths, 
x-rays, and ultrasonic vibrations. 

Monitor for prespecified events, 
especially when Infrequent, and 
perform repetitive activities 
reliably. 

Store, retrieve, and process 
large amounts of coded informa
tion quickly and reliably 
following specified programs. 

Exert considerable physical 
force in a controlled manner, 
and maintain performance over 
extended periods of time. 

I 
I 
11 

Human Limitations. Humans 
generally have limitations in 
their abil i t ies to: 

Sense stimuli outside a 
fairly restricted "normal" 
range. 

Monitor infrequent stimulus 
events and perform highly 
repetitive tasks 
reliably. 

Perform work continuously 
over long periods or under 
adverse conditions. 

Machine Limitations. Machines 
generally have limitations in 
their abi l i t ies to: 

Adapt to unexpected variations 
in situations. 

Learn, or modify, behavior on 
the basis of experience. 

Reason, improvise, use uncoded 
information 

SOURCE: Adapted in part from McCormick, 1964, pp. 572-74. 
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TABLE 18 

SUMMARY TABLE OF CERTAIN VISUAL CODING METHODS 

Code Dimension 

Color 

Geometric figures 

Length of line 

Brightness 

No. of Levels 
Which Can Be 
Discriminated 
On Absolute 

Basis 

9 
(color-normal 

person) 

15 or more 

4-5 

3-4 

No. of Bits 
(H) 

3.1 

3.9 or more 

2.0-2.3 

1.7-2.0 

General Evaluation 
and Comments 

Good. Attention-
getting; easily 
identified. Problem 
with color-defective 
people. Affected by 
some lights. 

Good. Certain shapes 
easily recognized. 
Requires little 
space if resolution 
is good. 

Fair. Limited num
ber of usable code 
steps. Will clutter 
display with many 
signals. 

Poor. Limited num
ber of code steps. 
Poor contrast would 
reduce visibility 
of weak signals. 
Fatiguing. 

SOURCE: Taken in part from McCormick, 1964, p. 111. 
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General Outline for a Behavioral Taxonomy Involving 
Social t^sychologlcal Factors 

Generally speaking, the emphasis of human factors has been on 

designing equipment and procedures a man can use effectively and 

reliably. The problem that remains is, of course, designing a job a 

man will do effectively and reliably (Swain, 1973). It is common to 

refer to this problem as one of "motivation." As we have stated 

earlier in the paper (p. ^3^), we employ this term to account for the 

selection, intensity, and persistence of behavior. Motivation, like 

"learning," is a construct--it is inferred from observable behavior. 

Consider, for example, the kinds of behaviors we might expect from a 

"motivated" worker: (1) he should produce at a rate equal to or 

greater than the "standard"; (2) his work should meet or exceed 

quality standards; (3) he should arrive at his workplace punctually; 

(4) he should coordinate his activities with others to facilitate the 

overall production process; (5) he should make suggestions for improv

ing product design, process efficiency, etc.; and (6) he should 

express "satisfaction" with his job and the organization at large. 

In effect, our aim is to "cause" the worker to behave in these ways. 

Although there are those who balk at the term, we are dealing with 

behavior control. That is, in fact, what "management" is all about-

controlling the behavior of inanimate and living systems. 

According to Cleland and King (1972), "management is an ancient 

art—practiced in the distant past principally by kings, princes, 

prime ministers, clergymen, and generals, and in the more recent past 

by business executives and government bureaucrats" (p. 3). Over the 
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years, various "management strategies" have evolved, largely based on 

untested assumptions about the "nature of man." Again, the aim has 

been to control man's behavior in the task environment. Since we have 

learned something about the determinants of human behavior over the 

years, we should be able to explicate and test these assumptions to a 

greater extent than we have done in the past. As stated in chapter IV, 

this involves us with both empirical behaviorism, as exemplified by 

B. F. Skinner's (1953) treatment of operant behavior, and conscious 

experience, best reflected In the cognitive theories of such men as 

Lewin (1935) and Tolman (1932). In order to evaluate our alternatives 

with regard to various management strategies, or more precisely, for 

designing the work system, we must stipulate (1) the environmental 

conditions operative—i.e., components of the strategy under con

sideration; (2) the theoretical bases in human behavior underlying 

the proposal to structure the environment in a specified manner--i.e., 

behavioral correlates of the component; and (3) the necessary assump

tions concerning conscious experience. Repeating the example given 

earlier (p. 18^), a "piece-rate" incentive plan has the principle of 

reinforcement as a behavioral correlate, and the major assumption 

is that a monetary outcome, or the level thereof, is reinforcing 

(there are, of course, other considerations that should be made--

e.g., the "reinforcement schedule"). 

What we are doing by comparing work design components with 

their behavioral correlates is essentially the same thing that has 

already been accomplished to a large extent with conventional human 

I'actors data. Just as the relationships between stimuli and vision 
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have been employed to evaluate alternative methods for visual 

information coding (table 18, p. 261), the relationships between 

stimuli and social psychological aspects of behavior can be employed 

to evaluate alternative methods for designing work systems. The 

result is a "behavioral taxonomy," which may be organized as follows: 

(1) any given management/work design strategy--e.g., job enrichment--

is broken out into its essential components--e.g., "give the indi

vidual a complete, natural unit of work"; (2) the components are listed 

in a table and under each component are two columns--(a) behavioral 

correlates of the component, and (b) assumptions which are implicit 

in the combination of the component and its behavioral correlates. 

This arrangement is illustrated in figure 36. 

A BEHAVIORAL TAXONOMY FOR JOB ENRICHMENT 

Behavioral Correlates Assumptions 

COMPONENT 1. Give the individual a complete, natural unit of work 

Behavior which is followed by 
positively reinforcing events 
has a higher probability of 
occurring under similar 
conditions in the future. 

etc. 

A complete, natural unit of work 
involves greater stimulus 
diversity to a degree perceived 
as reinforcing by the individual 

etc. 

Fig. 36. Sample arrangement for a behavioral taxonomy of 
social psychological factors in work design. 
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The behavioral correlates employed in such a taxonomy will 

derive from our earlier discussions of the determinants of human 

behavior, motivation and attitude, and social Influences. 

Generally, these correlates will derive from four broad areas: 

(1) operant behavior, and specifically the Law of Effect; (2) cog

nitive theory, mostly the concepts of psychological force, valence, 

and expectancy; (3) the principle of feedback (KOR); and (4) prin

ciples of group behavior. Our approach throughout has been eclectic, 

and this will be reflected in the variety of concepts included in the 

taxonorny. It should also be emphasized that not all the behavioral 

correlates that may be included in the taxonomy can be called "law

ful relationships." Some are more "tentative" in nature, reflecting, 

in a manner of speaking, a hypothesis with a yery reasonable degree of 

support. 

With this general outline in mind, we will now proceed to 

develop taxonomies for job enrichment, involvement, and incentive. 

This will involve a detailed discussion of the components of each 

strategy, followed by the taxononfiy Itself. 

Enrichment 

As discussed in the previous chapter, the essential components 

of job enrichment are: (1) remove controls while retaining accounta

bility, (2) increase accountability for individual's own work. 
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(3) give individual a complete, natural unit of work, (4) grant 

individual additional authority in his work activity, (5) make peri

odic reports directly available to the individual (rather than through 

the supervisor), (6) introduce new and more difficult tasks, and 

(7) assign individuals specific or specialized tasks enabling them 

to become "experts." According to the advocates of job enrichment, 

this strategy will lead to greater work motivation and, consequently, 

better performance. Although there is some disagreement on where it 

fits into the paradigm, job satisfaction is also thought to result 

from enrichment. The effects on motivation are said to derive from 

the "work itself," achievement, recognition for achievement, responsi

bility, and "psychological growth or advancement." 

The enrichment strategy. The enrichment strategy is shown in 

figure 37. The interconnected ellipses in the middle of the figure 

represent the person-task interface. The task is broken out into con

tent and context factors, with the former representing the "work 

itself," and having a direct effect on the person's "motivation." The 

individual's performance is considered to be a function of his motiva

tion and abilities. Direction and control (to the left) and feedback 

(to the right) derive from a comparison of the individual's performance 

with standards for performance. These standards may be formal organiza

tional and task standards, group norms, and/or individual standards. 
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Meeting these standards may give the individual a sense of achievement 

and result in recognition from superiors, peers, and/or "internal" 

recognition. Removing the degree of direction and control exerted 

by others, as opposed to self, can result in an increased sense of 

responsibility and "psychological growth." Feedback provides the means 

of learning and, in turn, improves one's task-related abilities. 

In this section, we will attempt to "take apart" the enrich

ment strategy and explicate its concomitants and assumptions. Our 

unit of analysis will be the individual and our basis for analysis 

will be the operant paradigm, supplemented with some cognitive concepts. 

The operant paradigm. As shown in figure 38, a simple applica

tion of the operant paradigm to task behavior can be used to illustrate 

the way task-related behavior may be shaped by its consequences; whether 

the behavior in question is congruent with task accomplishment (e.g., 

dependability, productivity, creativity) or incongruent (e.g., absen

teeism, output restriction). For example, if the consequences of task 

congruent behavior are reinforcing to the individual, then the prob

ability of that behavior being emitted in the future under similar 

conditions is increased; if they are not reinforcing, the probability 

is decreased. The same reasoning applies to task incongruent behavior. 

These behavior domains, congruent-incongruent, are not mutually 

exclusive, although various modes within them are, e.g., productivity 

versus output restrictions. Further, there are generally reinforcing 

consequences (as well as aversive consequences) associated with behavior 

modes in both domains. High productivity, for example, may have a 

remunerative reinforcement as a consequence, while restriction of 
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output may have a social reward as a consequence. Thus, the final 

effect will be a resultant of the weights, or magnitudes, of the various 

reinforcing and/or aversive consequences. Finally, the "psychological 

force" (PF) on the individual to engage in a particular mode of behavior 

(act i) in order to achieve a particular outcome j will be a function of 

his "expectancy" that i will lead to j, and the "valence" of j for him 

(PF=V X E, Vroom, 1964; see pp. 81-83), i.e., its capability to be 

reinforcing to him. 

e . g . , 

DEPENDABLE 

PRODUCTIVE' 

CREATIVE ^ 

P ( T C B ) = | 

TASK 
CONGRUENT 

BEHAVIOR 

.-CONSEQUENCES 

P(TCB)=t 

TASK 
INCONGRUENT 
BEHAVIOR 

e.g.. 
TABKf/ABSENT 

— RESTRICTS 
OUTPUT 

APATHETIC 

CONSEQUENCES 

.REIN-X NO 
<FOI 

YES 

P ( T I B ) = t 

P(TIB)«^ 

Fig. 38. Operant paradigm applied to task behavior 
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With these concepts in mind, let us go back and examine the 

concepts of figure 37 more closely. First, as Nord (1969) has stated, 

"The traditional view of motivation as an inner-drive is of limited 

practical and theoretical value" (p. 391). To say that a "sense of 

achievement" Increases an individual's "motivation" for work performance 

is hardly illuminating. We must "operationalize" these terms if they 

are to be useful. Let us simply say that the consequences of the 

individual's behavior effect the probability of that behavior's 

being emitted again under similar conditions in the future. 

The work itself. Now the "work itself" is a consequence of 

the individual's behavior of showing up for his job. In fact, it is 

probably a whole array of consequences, even if we eliminate context 

factors (such as working conditions). If these consequences are, on 

the whole, reinforcing to the individual, then we can expect his 

behavior of job attendance to have an increased probability of occurrence 

under similar conditions in the future (ceteris paribus). If context 

factors also turn out to be reinforcing, then we might expect the 

negative relationship between job satisfaction and turnover and 

absenteeism that Vroom (1964) has posited, viz: 

If we assume that measures of job satisfaction reflect the 
valence of the job to its occupant, then it follows from 
our model that job satisfaction should be related to the 
strength of the force on the person to remain in his job. 
The more satisfied a worker, the stronger the force on him 
to remain in his job and the less probability of his leaving 
it voluntarily (p. 175). 

An aspect of the work itself that offers potential for 

intrinsic reinforcement is the degree of stimulus diversity inherent 

in the job. Nord (1969) has pointed out that recent studies of 
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self-stimulation and sensory deprivation suggest that stimulation 
• • 

itself Is reinforcing, especially when one has been deprived of it. 

The deleterious effects of monotony have long been known, and include 

impaired thinking and perception, childish emotional responses, and 

possibly even hallucinations, among other things (Heron, 1957; Olds, 

1956). The individual on a short time-cycle, repetitive job, who 

finishes one trial, is faced with another identical trial as a con

sequence of his job behavior. Thus, the consequence of "sticking to 

the job" is likely to be boredom; hardly a reinforcing contingency. 

Individual differences may mediate the degree of stimulus diversity 

appropriate in a particular job for any given individual (Hulin, 1971); 

but beyond a certain point, any yery simple, short time-cycle 

repetitive job will be perceived as monotonous by any normal individual. 

This is not to say that holders of such jobs may not express "satis

faction" with them. They may--but as we have discovered earlier 

(pp. 105-106), satisfaction and performance may be two different things. 

Achievement. Other important aspects of the work itself are 

those design features that permit the full realization of the potentially 

reinforcing consequences of job performance—i.e., achievement, recog

nition, responsibility, and psychological growth. For example, in order 

for an individual to experience the consequence of achievement, it is 

necessary that his job offer a logistical, and/or mechanical, and/or 

intellectual problem which, relative to his capabilities, and in his 

view, is reasonably challenging. As Nord (1969) put it: "If a person 

is doing a job from which it is possible to get a feeling of achievement, 

there must be a reasonably large probability that a person will not 
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succeed on the task" (p. 393). In addition to challenge, it is, of 

course, necessary that the job be designed so that it is readily appar

ent to the individual when he has achieved the task goal. One may term 

this a "motivating" aspect of feedback, but it is more to the point 

to sâ y, simply, that to be reinforcing to the individual, consequences 

must first be perceived by the individual. 

Achievement is also directly related to the degree of closure 

inherent in the job--i.e., the property of having a definite beginning 

and end. In this regard, the time pattern inherent in the job is 

important to an individual's sense of closure. Short time-cycle, 

repetitive jobs are unlikely to be perceived as n identical jobs per 

day, with n beginnings and n endings but, rather, as one continuous 

job with no discernible beginning or ending, except as provided by the 

time clock. 

Recognition, responsibility, and psychological growth. When 

one is told exactly what to do and how to do it in his job and then 

watched over constantly to see that he does it, he is effectively denied 

the opportunity for achievement. Without achievement, recognition is 

meaningless. In such a situation, no responsibility is forthcoming. 

And psychological growth is thwarted. According to the advocates of job 

enrichment, it is necessary to emphasize self-direction and self-control 

(McGregor, 1960) and deemphasize direction and control by others (i.e., 

especially management). As stated earlier (p. 61), this approach calls 

for the decentralization of authority, less directive-type supervision, 

and the arrangement of organizational conditions so as to enhance indi

vidual and organizational goal congruence. It is necessary that one 
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understand the Importance of this latter requirement—i.e., the con

gruence of individual and organizational goals. McGregor (1960) 

pointed out that man will exercise self-direction and control in the 

service of objectives to which he is committed (see pp. 59 -63) 

and emphasized the Importance of the consequences of experience on 

behavior. This viewpoint is, of course, consistent with the operant 

paradigm as we have presented it in figure 38. 

There are any number of consequences of task behavior which can 

serve to influence the selection, intensity, and persistence of behavior 

("motivation"). These consequences can be categorized in terms of their 

reinforcing properties as "instrumental," in the sense used by Vroom 

(1964) to mean that they have "valence" because of their expected 

relationship to other outcomes (see p. 81 ), and "consummatory," mean

ing that their reinforcing property is intrinsic. Our preceding 

discussion of the "work itself" and achievement concerned consummatory 

reinforcement.* On the other hand, the vast preponderance of arranged 

consequences in the business organization is instrumental. These 

include remuneration, promotion, and praise, among others. 

It should also be noted that punishment and/or the threat of 

punishment is widely used in industry and constitutes an aversive con

sequence which, when withdrawn (or avoided), represents a negative 

instrumental reinforcement. In other words, an individual may be 

*It is, of course, necessary to consider individual differences 
in the so-called "need for achievement" before generalizing its 
reinforcing properties. Although there is evidence to suggest people 
do find achievement reinforcing'(see pp. 78-81 , chap. IV) the evidence 
also suggests definite differences in the "need for achievement" between 
different cultures (McClelland, 1962). 
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reinforced by the consequences of some task-related behavior (such 

as showing up for work) because it is "Instrumental" in preventing the 

occurrence of an aversive consequence (such as being docked pay). We 

have alrea<j|y discussed the general limitations of punishment as an 

effective means of promoting desired behavior, but it is worth putting 

in perspective here. First, punishment is only effective in suppressing 

undesired behavior and does not necessarily produce the desired 

response—e.g., the Individual may decrease his absenteeism but loaf 

on the job. Second, punishment is only effective so long as the 

individual perceives the omnipresence and omniscience of the punishing 

agent. Thus, constant surveillance is a necessary corollary of punishment-

based contingencies. Third, punishment may lead to fear, anxiety, 

distrust, and even counter-aggression toward the punishing agent 

and/or its devices. A worker who is fined for failing to wear safety 

goggles while using a grinder may sabotage the equipment to "get even." 

For these reasons, positive reinforcement is to be preferred over punish

ment as a means of shaping desired behavior in the work setting. 

In any case, the individual will exercise self-direction and 

self-control toward the achievement of some task outcome to the extent 

that outcome has reinforcing properties for the individual, either in 

itself, or instrumentally. Thus, recognition from superiors may be 

a valued consequence of meeting or surpassing work standards. In a 

positive sense, such recognition may satisfy the individual's "esteem 

needs," or perhaps act as a generalized conditioned reinforcer in the 

same way we think of affection and approval as "means to many different 

ends" (see pp. 36-37). In a negative sense, recognition may be 
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perceived by the worker as signifying the removal of the threat of 

punishment—e.g., dismissal. 

Recognition may also be perceived by the individual as conferring 

status upon him, and the assignment of additional responsibility in his 

job may be a confirmation and stabilization of this status to the 

individual. This is, of course, only true If these increases in 

responsibility are paired with commensurate increases in authority. If 

the individual is granted additional authority, it is important that the 

exercise of such has, or is expected to have, reinforcing consequences 

for the individual. For example, a worker may be given the responsi

bility to decide when a particular piece of complex and expensive 

machinery should be serviced and the authority to have the machinery 

shut down and maintenance personnel called out to service it. Unless 

he has been trained to recognize the need for such servicing, this 

authority may be the source of great anxiety for him, i.e., an 

aversive consequence, which he will avoid any way he can. 

Recognition can come from sources other than the organization--

e.g., from one's self and from one's peer group. An individual may 

derive satisfaction from achieving a given outcome because he recog

nizes the achievement as confirmation of his own self-worth; it is 

reinforcing because it is a source of self-esteem. Such a concept may 

be related to the extent to which reinforcement is viewed as a con

sequence of one's own behavior, or as a consequence of such forces 

as "fate," "luck," or the "power of others," i.e., internal-external 

locus of control (Rotter, 1954). The potency of the peer group in 

influencing behavior is well established and will be covered in some 

detail in the following section. 
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Psychological growth refers to the individual's perception of gain

ing knowledge or understanding about himself and his activities, his 

place in the "scheme of things," and the relationship of his activities 

to the activity of others; and to his feeling of being used to his 

full potential and of the prospects for advancement--to go on to "bigger 

and better things." In this sense, it 1s akin to Maslow's (op. cit) 

concept of "self-actualization" (see pp. 54-59). To the degree, then, 

that the work environment, or elements of it, provides for psychological 

growth, it will be perceived as reinforcing by the individual. This 

means that the individual's job must stimulate his interest, challenge 

his capabilities, and offer him a continuous opportunity to learn. 

His work place itself must not isolate him either socially or con

ceptually (prevent him from gaining an insight into other work 

processes). At the same time, these measures must be appropriate to 

the individuals involved. Growth implies a point of departure. The 

point of departure will be different from one individual to the next. 

Havighurst's (op. cit) concept of the evolutionary nature of an 

individual's reward-punishment system is relevant in this regard 

(see pp. 49-50). 

The taxonomy. Let us attempt now to construct a "behavioral 

taxonomy" for enrichment which will compare the essential components 

of the strategy with the various principles of human behavior we have 

discussed (i.e., stipulate their "behavioral correlates") and explicate 

the assumptions that necessarily underlie these components. Such a 

taxonomy is presented in table 19. The rows list the components 

of job enrichment (see table 12, p. 16(J, the first column its 
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TABLE 19 

A BEHAVIORAL TAXONOMY FOR JOB ENRICHMENT 

Behavioral Correlates Assumptions 

COMPONENT 1. Remove controls while retaining accountability 

Behavior which is followed by posi
tively reinforcing events has a 
higher probability of occurring 
under similar conditions in the 
future. 

The objectives toward which the 
Individual is assigned to work will 
have increasing valence for the 
individual as the instrumentality 
of the objectives for the attain
ment of personal goals Increases, 
and vice versa. 

Psychological Force = Valence x 
Expectancy. 

The individual's past experiences 
with self-initiated/self-
controUed performance behavi^^rs 
have had reinforcing consequences 

The individual perceives assigned 
work objectives as instrumental 
to the attainment of personal 
goals. 

The individual expects effective 
task performance to lead to work 
objectives, to which he attaches 
positive valence and this consti
tutes a psychological force on the 
individual to undertake effective 
task performance. 

COMPONENT 2. Increase accountability for individual's own work. 

The effectiveness of arranged 
consequences in the work environ
ment Increases as the correla
tion perceived by the individual 
between required task behaviors 
and those consequences Increases. 

The individual perceives, or will 
learn, the connection between 
(contingency) task congruent/task 
incongruent behavior and rein
forcing and/or aversive conse
quences in the work environment. 

COMPONENT 3. Give individual a complete, natural unit of work. 

Behavior which is followed by posi
tively reinforcing events has a 
higher probability of occurring 
under similar conditions in the 
future. 

A complete, natural unit of work 
involves greater stimulus diver
sity to a degree perceived as 
reinforcing by the individual. 
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TABLE 19—Continued 

Behavioral Correlates 

The opportunity for meaningful 
achievement in a work task Is 
directly related to the degree of 
closure (the property of having a 
definite beginning and end) pro
vided for in the task. 

Assumptions 

The individual perceives the 
opportunity for achievement as 
a potentially reinforcing out
come (corresponds to the assump
tion of high "need-achievement" 
motivation). 

COMPONENT 4. Introduce new and more difficult tasks. 

Behavior which is followed by 
positively reinforcing events 
has a higher probability of 
occurring under similar condi
tions in the future. 

The magnitude of achievement as 
a generalized conditioned rein
forcer is positively correlated 
with the degree of challenge 
involved in the work task, rela
tive to the individual's capa
bilities. 

Learning, broader understanding, 
and self-fulfillment (working up 
to one's capacity) act for some 
individuals as generalized con
ditioned reinforcers. 

New and more difficult tasks pro
vide greater stimulus diversity 
to a degree perceived as rein
forcing by the individual. 

The degree of challenge offered 
in the work task is appropriate 
to the individual's capabilities 
and "need-achievement" motivation 

The individual finds the degree 
of learning, understanding, and 
self-fulfillment accompanying new 
and more difficult tasks rein
forcing. 

COMPONENT 5. Assign the individuals specific or specialized tasks 
enabling them to become "experts." 

The "expert role" as an outcome 
will have increasing valence for 
the individual as the instrumen
tality of the role for the attain
ment of personal goals increases, 
and vice versa. 

The individual perceives the 
"expert role" as instrumental 
to the attainment of personal 
goals, e.g., recognition, status, 
etc. 
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TABLE 19—Continued 

Behavioral Correlates Assumptions 

COMPONENT 6. Grant the individual additional authority in his work. 

The magnitude of achievement as a 
generalized conditioned rein
forcer is positively correlated 
with the degree to which the indi
vidual directs and controls his 
own actions, as well as others. 

Behavior which is followed by 
positively reinforcing conse
quences has a higher probability 
of occurring under similar con
ditions in the future. 

The degree of authority granted 
the individual is appropriate to 
his competence and "need-
achievement" motivation. 

The exercise of authority by the 
individual will have positively 
reinforcing consequences for 
him. 

COMPONENT 7. Make periodic reports directly available to the 
individual. 

Where the individual perceives 
a valued outcome as contingent 
upon his completion of a given 
number of task behaviors, progress 
toward completion can act as a 
conditioned reinforcer in main
taining task behavior until the 
outcome is achieved. 

Behavior adaptation to environ
mental stimuli is made possible 
through feedback (KOR). 

The progress reported to the 
individual is toward outcomes 
he values. If 

sir. 

Feedback provided the individual 
has the attributes of: speci
ficity, relevance, accuracy, 
objectivity, timeliness, com
pleteness, and conciseness, to 
a large degree 
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behavioral correlates, and the second the assumptions implicit in the 

combination of these items. It should be understood that we have 

purposely avoided reading anything into the enrichment strategy 

and it will be noted, consequently, that few of the principles of 

behavior we discussed have been fully utilized in the strategy. Also, 

the assumptions given in the table are, by necessity, stated rather 

briefly, without providing many examples as to why certain outcomes may 

be reinforcing to the individual. Such examples have been provided 

in the discussion on the enrichment strategy itself (pp. 159-186) and 

in the inmediately preceding discussion. 

Involvement 

We have stipulated two "essential components" of the basic 

involvement concept/participative decision-making (PDM) strategy 

(p. 227), viz: 

1. Give individuals the opportunity to participate in making 

decisions that affect their particular work activity (generally, by 

involving them in group decision making with members of their natural 

work unit--e.g., section or branch) 

2. Give individuals the opportunity to be represented in 

decision making concerning matters of broader impact--e.g., affecting 

the work activities of individuals in other work groups as well as 

their own (generally, by allowing them to elect an individual from 

within their ranks to participate as their representative in inter

group decision making) 

We have stated that the advocates of PDM contend that such 

a strategy will lead to greater commitment on the part of the 
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individual to meet company goals, while deriving greater satisfaction 

in doing so (p. 193). We have Illustrated diagrammatically (figure 30, 

p.192) that the PDM strategy Involves certain concomitants and assump

tions which require explication and evaluation if the likelihood of 

successful employment of PDM is to be properly assessed. Let us now 

undertake this explication of the PDM strategy. 

PDM model. Our purpose is to discover what mechanisms may be 

operating in a participative state of affairs and what assumptions need 

be met to cause the kind of outcomes desired by instigators of PDM. 

As before, our unit of analysis will be the individual. Our scheme for 

analyzing PDM is illustrated in figure 39. First, starting at the top-

left of the figure, participation is a response by the individual which, 

through interaction with the participative environment, produces certain 

consequences. If, for one reason or another, these consequences are 

perceived by the individual as being, on the whole, reinforcing, then 

the behavior which produced them--his participation--will have a higher 

probability of occurring under similar conditions in the future. If 

they are not reinforcing, such behavior will have a lower probability of 

occurring. This sequence is illustrated on the left side of the diagram 

in the test diamond and rectangles labeled P[R] = ̂  (meaning the prob

ability of the response is increased) and P [ R] = i (meaning the prob

ability of the response is decreased). This is a simple application of 

the Law of Effect discussed earlier in the paper (pp. 34-35). 

The general consequences of participation are listed down the 

middle-right of the diagram. They may be described as follows: 

!!•'•' 



282 

I 
RESPONSE « PARTI 

CIPAT ION 

ENVIRONMENT 

CONSKQUENCBS 

COHESIVE 
NESS 

APRIORI 
VALENCE 

ATTRAC
TION 

VALENCE 

FSV^HO LOGICAL 
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1. Proximity—bringing people together through involvement 

in the group 

2. Similar1ty--the degree to which interactions between group 

members point up the similarit ies in their attitudes, beliefs, economic 

situation, etc. 

3. Common Fate --the degree to which group members have common 

problems to deal with, a common threat to repulse, shared goals to 

achieve, and so on 

4. Affiliation—being in the company of others 

5. Recognition and Status--the degree to which an individual's 

participative behavior receives the attention and approval of other group 

members and his subsequent role is deferentially highly valued 

6. Group Control Over Env1ronment--the degree of control exer

cised by the group over relevant environmental stimuli (potentially 

reinforcing or aversive objects or circumstances) 

7. Opinion Distribution--the distribution of member opinions 

on alternatives regarding a particular decision question 

8. Achievement (Problem Solving)--the process and product of 

decision making 

9. Goal-Path Clarity—the degree to which the goal and the 

path to the goal are clar i f ied for the individual, and the degree to 

which personal, group, and organization goal instrumentalities are 

clarified 

10. Seek Outcome j Through Act i—the group decision or goal 

The f i r s t three consequences--proximity, similarity, and 

common fate--are the yery things which, as pointed out in chapter V 
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(pp.115-117), determine group cohesiveness. The next three consequences--

a f f i l i a t i o n , recognit ion and status, and group control over environ

ment—are determinants of the degree of a t t rac t ion which group 

membership holds fo r the i nd iv idua l . Together, cohesiveness and 

attract ion determine perceived group power. In other words, an 

individual w i l l ascribe power to the group in re la t ion to i t s cohesive

ness and his desire to continue as a (favored) member. 

The perceived power of the group w i l l be a factor in determining 

the valence of the group's decision for the ind iv idua l . Other factors 

are opinion d i s t r i bu t i on on the decision and the valence (and i t s 

determinants) of decision factors held by the individual pr ior to 

his par t ic ipat ion in decision making (shown in the diagram as "a p r io r i 

valence"). 

The other factor in a cognit ive model i s , of course, expectancy. 

Both achievement (problem solving) and goal-path c l a r i t y contribute 

to this factor . Thus, the ind iv idua l ' s expectancy that act i w i l l be 

followed by outcome j w i l l be influenced by his immersing himself in the 

problem-solving aspects of par t ic ipa t ion and, perhaps, working out for 

himself the re lat ionship between act 1 and outcome j . This achieve

ment can i t s e l f be a re inforc ing consequence of par t i c ipa t ion , mediated 

perhaps by the individual's "achievement motivation" (see pp. 78-81). 

I t may also be the case that the probabi l i ty that i w i l l be followed by 

j is communicated to him by group members in whom he has a high degree 

of t rust and/or respect for the i r judgment. Their e f for ts may resul t 

in a c l a r i f i c a t i o n of the goal-path re la t ionsh ip , as well as the 

degree to which personal, group, and organizational goals are interdependent 
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As before, the individual's "a priori expectancy" also contributes to 

his final expectancy regarding the group decision. 

These two factors then, valence and expectancy, determine the 

psychological force on the individual to "seek outcome j through act i," 

which comes about as a result of the participative process. With this 

model in mind, let us examine more closely the PDM strategy and its 

concomitants. The figure Illustrating this strategy (fig. 30, p. 192) 

has been repeated here for convenience. 
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STABLE AND ENDURING 

Desire to participate. First, to foster the individuals' con

tinued participatory behavior, the consequences of participation must, 

on the whole, be perceived by the individual as reinforcing. In the 
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participatory state of affairs itself, affiliation with others may be 

reinforcing because, for example, it acts as a generalized conditioned 

reinforcer, instrumental in leading to other reinforcing social stimuli 

(see fig. 15, p. Ill, chap. V). There is empirical evidence to suggest 

a "need for affiliation" which renders group membership rewarding 

(e.g., Gewirtz and Baer, 1958a, 1958b; McClelland et al., 1953; 

Schachter, 1959; Singer and Shockley, 1965). Additionally, the 

individual may be reinforced by being offered the opportunity to 

participate because he perceives it as recognition of his skills and 

abilities and as conferring upon him a certain favored status. Then, 

too, the participatory process may result in his "contributions" 

receiving recognition, for example, in the form of verbal reinforcement, 

and his role in facilitating decision making may be more highly valued 

(i.e., he gains status from his participatory role). It may also be 

the case that member characteristics are such that the individual finds 

members personally attractive and is reinforced by the opportunity to 

interact with, and be considered a part of, their group. Such inter

personal attraction has been found to be a positive function of physical 

attractiveness, attitude similarity, personality similarity, economic 

similarity, perceived ability of the other person, and need compatibil

ity (Shaw, 1971). In fact, the relationship between interpersonal 



287 

attraction and attitude or opinion similarity is so consistent and 

predictable that it has been termed the "Law of Attraction" (Byrne 

and Nelson, 1965). 

Rational decisions. The next issue to arise with reference to 

the diagram concerns the block titled "rational decisions," which we 

have defined briefly as decisions which accrue to the benefit of the 

organization and its members. Let us elaborate on this definition 

somewhat. By a rational decision, we mean a decision which, at least 

a priori, and in the judgment of a qualified person, is compatible with 

overall organizational objectives (e.g., survival and growth, profit 

making, good customer and community relations, etc.). Thus, the 

prerequisites for a rational decision are the motivation of the 

individual to make such decisions and his capability of making them. 

At this point, we are interested in the former requirement: circum

stances which contribute to the individual's motivation to make rational 

decisions. There are a number of possibilities here. For example, if 

the individual attaches positive valence to the participative state of 

affairs, he will attempt to behave in such a way that his opportunity 

to participate is enhanced, or at least not degraded. He learns that 

making rational decisions is a contingency for continued participative 

opportunities; thus, he seeks rational decisions. More precisely, the 
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positive valence attributed to the participative outcome, and the 

individual's expectancy that the act of rational decision making 

will lead to that outcome, constitute a psychological force on the 

individual to carry out the act of rational decision making. 

Couched in Exchange Theory terms (Thibaut and Kelly, 1959), we might 

say that the individual hypothesizes that his behavior in making a 

rational decision has reinforcing or reward value for those controlling 

the opportunity for him to part1cipate--which has reward value for him--

and he Is willing to "exchange" the reinforcer under his control for 

the one under their control. 

It may also be the case that the individual perceives the 

achievement of organizational goals as instrumental to the achievement 

of his personal goals and, thus, is motivated to seek alternatives 

(i.e., make decisions) that enhance the probability of organizational 

goal achievement. For example, he may equate the magnitude of his 

remuneration and/or his degree of job security directly to the success 

of the organization and, thus, contribute to the effort of its enter

prise by making rational decisions when given the opportunity to do so, 

in the same way we might expect him to engage in other work behavior 

(e.g., arrive on time, do quality work, be productive) which accrued to 

the benefit of the organization and, in turn, himself. 

In addition to these instrumental orientations to rational 

decision making, the individual may find the problem-solving state of 

affairs and the opportunity to exercise his "mental prowess" in seeking 

rational decisions intrinsically reinforcing. This would constitute 

a consummatory orientation, related perhaps to the concept of "self-

esteem." 
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In any case, the various factors which act on individuals to 

produce their decision-making behavior will ultimately be mediated by 

the same group variables discussed in relation to the individual's 

participatory behavior. For example, high group cohesiveness both 

reflects and produces a widespread sharing of values. Since these 

values Influence the selection of goals, there is also likely to be 

found in such groups a relatively widespread consensus based on 

acceptance (Thibaut and Kelly, 1959). Goal-path clarity as a 

function of group processes may influence the individual's decision

making behavior (Raven and Rietsema, 1957). Thus, the manner in which 

the other group members approach the decision process will Influence 

the individual's own decision-making behavior. In this regard, it is 

important to remember that group variables may act to foster "non-

rational," as well as rational decision-making behavior. A highly 

cohesive work group, for example, may reach a consensus to restrict 

output and be yery effective in obtaining member decision behavior 

which contributes to the "best" means of doing so (Schachter et al., 

1951; Berkowitz, 1954). Seashore (1954) has found that when group 

members perceive the organization as providing a "supportive setting" 

for the group, the goal that is set is toward higher productivity, 

whereas a nonsupportive setting results in the goal tendency toward 

restriction of output. 

Goal establishment and internalization. Let us move on to the 

establishment of specified goals/goal-paths and the internalization of 

these goals. From the individual's standpoint, the group decision

making process has led to block 10 in figure 39 (p. 28?: to seek 
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outcome j through act 1. As stated earlier inthepaper (p.192), 

the primary premise in the PDM strategy is that the individual's 

participation in the decision-making process wil l lead to a "greater 

commitment" to the decisions made and their incorporated outcomes and 

acts. We might rephrase this and say that participation is expected 

to lead to a greater psychological force on the individual to seek 

outcome j through act i . We have, in fact, already covered the mech

anisms which determine psychological force--valence and expectancy--

and discussed their participatory antecedents in relation to the model 

illustrated in figure 39 (p.282). I t may be useful to point out here 

that internalization of organizational goals in the sense used by 

Katz and Kahn (1966), among others, as the "incorporation" of 

these goals as part of the individual's "value system" (p. 345) need 

not (and, indeed, probably wi l l not) take place in order that the 

individual be impelled (by the psychological force) to accept and act 

to achieve them. For example, i t is d i f f icul t to conceive of a 

General Motors auto worker "internalizing" GM's goal of making a 

profit. The participative process may, however, point up the relation

ship between this global GM goal, the consensus outcome of the group, 

and the individual's own goals. 

Briefly recapitulating, the individual may be impelled to 

"seek outcome j through act i" because the participative process 

clarifies the instrumentality of outcome j for his own personal goals, 

because he values group membership and is willing to act in ways that 

secure and maintain i t , or because he values certain rewards, or 

fears certain sanctions over which the group has control. 
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It is, of course, possible that the individual's a priori 

valence and expectancy relative to the outcome and act already 

impelled him toward the group goal. A chemist, for example, working 

for a pharmaceutical firm may spend many grueling hours at his research 

because he seeks to develop a drug which will have yery beneficial 

effects for mankind. The firm also wishes the drug produced (for a 

combination of reasons, including profit) and desires the kind of 

effort being exerted by the individual. Not only is this kind of 

goal congruence rare in most profit-seeking organizations; it is also 

not directly attributed to the participative process. Generally 

speaking, then, PDM may result in a greater psychological force for the 

individual to seek outcome j through act i, but the primary mechanism 

is instrumentality and the process generally does nothing to engender 

"intrinsic" reinforcement in either the outcome, or, perhaps more 

importantly, the act Itself. Herein lies the justification for job 

enrichment as well as PDM. 

Behavior consistent with goal achievement. This brings us to 

the block in the diagram of the PDM strategy (fig. 30, p.192) titled 

"behavior consistent with goal achievement." There are, of course, 

many factors which influence work behavior. We are, however, interested 

here only in those factors which derive from the PDM strategy. In this 

regard, we have already seen in the model of PDM (fig. 39, p. 282) how 

the psychological force on the individual to seek outcome j through 

act i comes about. Once the group goal and/or goal-path has been 

established, behavior consistency among group members may be achieved 

through group norms. These norms exist when there is (1) consensus 
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about the behaviors group members should or should not enact, and 

(2) social processes to produce adherence to these behaviors (Thibaut 

and Kelly, 1959). The PDM process may act to clarify group norms to 

the individual and to facilitate feedback to both the individual and 

the group concerning compliance with normative behavior. The importance 

of norms is greatest when the behaviors required of the individual 

In his particular task are Intrinsically unrewarding. 

Thibaut and Kelly (1959) have classified three types of social 

influence that in varying degrees may operate to induce conformity to 

norms. They are (1) the application of sanctions based on nonconformity 

to norms, in which case active surveillance is necessary; (2) the 

presentation of rewards for conforming behavior, in which case 

surveillance is not necessary; and (3) the case in which rewards and 

costs derive from the task, in which case social influence takes the 

form of advice and training. These three classifications correspond 

closely to Kelman's (1961) three processes of social influence: 

compliance, identification, and internalization. As Thibaut and Kelly 

pointed out, ". . . in any actual instance in which a group exerts 

social Influence to gain conformity to a norm all three processes are 

very likely to be involved at least to some degree" (p. 245). As pointed 

out earlier in the paper (p. 136), the effectiveness of group norms will 

depend in large part on the ease and efficiency of communications— 

another area in which PDM may play a positive role. 

Goal achievement. We have already pointed out the importance 

of at least a reasonable degree of group goal achievement to the 

viability of the PDM effort (p. 197). Here, it is important to realize 
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that a high "psychological force to seek outcome j through 

act 1" will generally not be sufficient in itself to assure goal 

attainment. The PDM effort must do more than simply "motivate" 

participants to support group and, in turn, organizational objectives. 

It must also enhance its ability to do so. Recall that in our dis

cussion of cooperation and competition (pp. 142-147, chap. V), we pointed 

out that the concept of cooperation—which PDM Is Intended to both 

reflect and produce—has two aspects, the motivational and the 

coordinative. The PDM process may enhance the latter aspect in a number 

of ways. For example, it may facilitate interaction, improve intra-

group communication, enhance group cohesiveness, point up member and 

task interdependencies, enhance problem solving, provide feedback, 

and facilitate the differentiation and integration of roles and 

functions. It is beyond the scope of this paper to discuss these 

aspects of group dynamics in any more detail than that provided in 

chapter V (extensive treatments may be found in Shaw, 1971; and Kelly 

and Thibaut, 1969). However, it should be pointed out that such 

salutory effects depend upon the right combination of a number of 

factors, including—but not limited to--task structure, group member 

characteristics, interpersonal competence and attraction, communica

tion networks, and the physical environment. 

Some tentative guidelines might be suggested concerning the 

attributes to seek in constructing an effective group (Shaw, 1971). 

First the larger the group, the more difficult it is to coordinate 

its efforts and the less satisfaction members derive from group member

ship (Thibaut and Kelly, 1959; Slater, 1958; Hare, 1952). Although 
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the selection of any one size would perforce be arbitrary, the 

literature on T-group/sensitivity training would suggest a group con

sist of not more than twelve members. Next, the group should be 

composed of individuals who are reasonably intelligent, socially 

sensitive, approach-oriented, ascendant, dependable, and emotionally 

stable (Shaw, 1971).* Group members should be selected to compose a 

group which is cohesive, compatible with respect to interpersonal needs, 

and heterogeneous with respect to abilities (Shaw, 1971; Laughlin 

et al., 1969). Of particular Importance is the group leader. He 

should be task-competent, socially sensitive, and flexible. His power 

base should be as wide as possible, but emphasize reward, referent, 

and expert power. The particular style of leadership exercised will 

need to vary according to group and task variables. However, a non

authoritarian style would appear to have wider application when both 

job enrichment and PDM are operating. With the exception of the leader

ship role, status differentiation with respect to functional roles 

should be deemphasized. Final decision authority and responsibility 

should be centralized with the leader, but other aspects of structure 

and function should be decentralized, especially the communication 

network. Finally, it should be emphasized that (1) our orientation 

here is toward the business/industry environment and, hence, formal 

groups; and (2) these guidelines are tentative at best and will vary 

*These characteristics can be operationalized and tested using 
a number of attitude assessment and projective techniques (e.g., see 
0. K. Buros, ed., 1972, Mental Measurements Yearbook; G. Lindzey, ed., 
1954, Handbook of Social Psychology; B. I. Murstein, ed., 1965, 
Handbook of Projective Techniques; and pp. 92-102, chap. IV, 
this paper). 
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with respect to the task environment (e.g., task complexity. Intrinsic 

reward or aversion, coordinative requirements, etc.). 

Satisfaction. There is not much more to say about satisfaction 

here than has already been said at the end of chapter IV (i.e., we 

need to look at behavior and its consequences rather than the global 

measure of satisfaction). Thus, we can expect the Individual's attain

ment of, or contribution to the attainment of, group goals to reinforce 

his task behavior if, indeed, the expected instrumentalities 

materialize (or consummatory reinforcement takes place). Further, as 

stated earlier (p.281), if the consequences of participation are 

reinforcing to the individual, then his participatory behavior is likely 

to be repeated (under similar conditions). Behavior is the best measure 

of satisfaction so long as it is the criterion behavior (e.g., participa

tion, attendance/absenteeism, productivity). 

When we employ the concept of satisfaction, we imply the con

cept of deprivation and/or drive. Suppose that within the context of 

a given individual there are deprivations with respect to achievement 

and affiliation (need-achievement and need-affiliation) and the PDM 

process provides the opportunity for affiliation, while his task 

assignment precludes any meaningful achievements. What outcome can we 

expect on a self-report measure of "job satisfaction"? The point is 

that PDM has certain consequences which a given individual may find 

reinforcing, but these consequences are generally limited in scope and 

cannot be expected to correlate closely with global measures of job 

satisfaction. Thus, it may be more appropriate to label this step 

in the PDM strategy "group satisfaction." The individual's perception 
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of the contingency between participation and satisfaction will then 

complete the PDM loop by increasing the probability of future 

participatory behavior. 

The taxonomy. We are now ready to construct a behavioral 

taxonomy for participation, which will serve to summarize the various 

factors we have discussed. The taxonomy (table 20) consists of: 

(1) the components of participative decision-making (PDM), 

(2) behavioral correlates of these components, and (3) the assumptions 

implicit in the combination of these two items, arranged as before, 

with the components in rows and the correlates and assumptions in 

columns. The first component in the taxonomy has been broken out 

along the lines indicated in figure 30, illustrating the PDM strategy, 

i.e., according to (1) what may generate participatory behavior in 

the first place, (2) what causes the individual to attempt "rational" 

decisions, (3) group processes in reaching a decision and the effect 

of these processes on the individual, and (4) group processes and 

individual behavior in actual task performance. This breakout is 

indicated by the dotted lines. The second component has received 

limited space, because further elaboration leads directly back 

through the correlates and assumptions contained under the first 

component. 



297 

TABLE 20 

BEHAVIORAL TAXONOMY FOR PARTICIPATIVE DECISION MAKING 

Behavioral Correlates Assumptions 

COMPONENT 1. Give individuals the opportunity to participate in making 
decisions that affect their particular work activity. 

Behavior which is followed by a 
positively reinforcing event has < 
higher probability of occurring 
under similar conditions in the 
future. 

Participation as a state of 
affairs will have increasing 
valence for the individual as the 
Instrumentality of participation 
for the attainment of his indi
vidual goals Increases. 

The employee's past experiences 
with participation have had 
positively reinforcing conse
quences. 

The individual perceives partic
ipation as instrumental to the 
attainment of his individual 
goals—e.g., to affiliate with 
others, to receive recognition, 
to gain status, to exercise some 
control over his work environ
ment (gain in autonomy), etc. 

Psychological 
x Expectancy. 

Force = Valence 

The achievement of organiza
tional objectives as an outcome 
will have Increasing valence 
for the individual as the instru
mentality of organizational 
objectives for the attainment 
of the individual's goals 
increases. 

The individual expects the act 
of rational decision-making on 
his part to lead to the partic
ipatory state of affairs to 
which he attaches positive 
valence. This constitutes a 
psychological force on the 
Individual to attempt rational 
decision-making. 

The individual perceives the 
achievement of organizational 
objectives as instrumental to 
the attainment of his personal 
goals—e.g., job security, 
remuneration, the continuation 
of social relationships, etc. 
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TABLE 20—Continued 

Behavioral Correlates Assumptions 

Psychological Force = Valence 
X Expectancy 

Behavior which is followed by 
positively reinforcing event 
has a higher probability of 
occurring under similar con
ditions in the future. 

The Individual expects the act 
of rational decision-making to 
lead toward the achievement of 
organizational objectives to 
which he attaches positive 
valence. This constitutes a 
psychological force on the 
individual to attempt rational 
decision making. 

The individual's past experi
ences with problem solving have 
had positively reinforcing con-
sequences--e.g., enhanced self-
esteem, achievement, etc. 

Groups usually require more 
time to solve a problem than 
do individuals working alone, 
but produce more and better 
solutions. 

A decentralized communication 
network is most efficient when 
the group must solve complex 
problems, is less vulnerable to 
saturation, and results in 
higher group morale. 

Individuals who are approach 
oriented with respect to 
other people enhance social 
interaction, cohesiveness, and 
morale in groups. Socially 
sensitive individuals behave 
in ways which enhance their 
acceptance in the group and 
group effectiveness. The mod
erately ascendant individual 
generally facilitates group 
functioning. 

The quality of solutions is of 
primary concern and time is not 
a (critical) constraint. 

Two-way communication channels 
are open between peers, and 
between superiors and sub
ordinates (the individual 
expresses himself openly and 
candidly). 

Personality characteristics of 
group members are, on the whole, 
favorable 1n so far as they have 
a positive effect on group pro
cesses. 
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Behavioral Correlates 

Group cohesiveness is enhanced to 
the degree group members interact 
frequently, are similar in a t t i 
tudes, opinions, status, e tc . , 
and have common problems to deal 
with, goals to achieve, and so on. 

The group decision as an outcome 
will have increasing valence for 
the Individual as the individual's 
perception of group cohesiveness 
increases, his attraction to the 
group Increases, and the number of 
members supporting the decision 
increases. 

Group goals wil l tend toward con
gruence with organizational goals 
as group members tend to view the 
organization as providing a 
supportive setting. 

The probability that the indi
vidual will accept the group 
decision wil l be increased to 
the extent the decision out
comes (goals) have positive 
valence for the individual and 
his actions required under the 
decision (goal-paths) are 
expected to lead to the out
comes. 

Goal and goal-path clari ty are 
positively correlated with 
group efficiency. 

Assumptions 

There is an opportunity for fre
quent Interaction among group 
members, they are similar in 
attitudes, etc. , and share 
common experiences. 

The Individual perceives 
group as cohesive and is 
attracted to i t . 

the 

Group members tend to perceive 
the organization as providing 
a supportive setting--e.g., to 
be trustworthy, to be sincerely 
concerned with their welfare, 
etc. 

Decision outcomes are positively 
valent for the individual and he 
expects specified actions to 
lead to those outcomes. 

Goals and the paths thereto are 
clearly understood by group 
members. 

A cooperative situation is 
superior to a competitive one 
where group functioning is a 
determinant of goal achieve
ment. 

Group functioning is a determi
nant of goal achievement. 
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TABLE 20—Continued 

Behavioral Correlates Assumptions 

The probability that a cooperative 
situation will evolve and be main
tained Is enhanced to the extent 
that: (1) personal and group goals 
are congruent, and (2) goal regions 
for each of the group members are 
defined so that they can be entered, 
to some degree, by any given indi
vidual only if all individuals in the 
group can enter their respective goal 
regions, to some degree (goals are 
mutually supportive. 

The likelihood that the individual 
will comply with group norms is 
increased to the degree the indi
vidual perceives the group as 
cohesive and attractive (powerful), 
and to the degree there is con
sensus about the behaviors group 
members should and should not 
enact. 

The likelihood that the individual 
will comply with group norms 
relative to job behavior is 
increased to the extent that the 
consequences of job behavior are 
perceived by the individual as 
non-aversive, and vice versa. 

The probability that 
vidual will emerge a 
leader is increased 
degree the individua 
special skills, abil 
information relative 
group task, is sensi 
the skills and abili 
emotional characteri 
group members, and i 

an indi-
s group 
to the 
1 possesses 
ities, and 
to the 

five to 
ties, and 
sties of 
s flexible. 

There is reasonable congruence 
between personal and group goals, 
and goals are mutually supportive, 

There is consensus about the 
behaviors group members should 
and should not enact, and the 
individual's perception of 
group power is such that group 
norms are effective mechanisms 
for regulating his behavior. 

The consequences of job behavior 
are perceived by the individual 
as non-aversive. 

Management, supervisors, fore
men, and appointed group leaders 
in general are task-competent, 
sensitive, and flexible. 
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TABLE 20—Continued 

Behavioral Correlates 

A nonauthoritarian leadership 
style is more effective when 
group members are task-competent 
and perceive the task as non-
aversive. 

Behavior adaptation to environ
mental stimuli is made possible 
through feedback (KOR). 

Assumptions 

Group members are task-competent 
and perceive the task as non-
aversive. 

There is an objective system to 
measure deviations from norma
tive behavior and to transmit 
corrective information to 
group members. 

COMPONENT 2. Give individuals the opportunity to be represented in 
decision making concerning matters of broader impact. 

The probability that a coopera
tive situation will evolve is 
increased to the extent that: 
(1) group and organizational 
goals are congruent, and 
(2) goals are mutually 
supportive. 

The cohesiveness of the organi
zation will be positively 
correlated with its success in 
achieving organizational 
objectives. 

The group members perception of 
goal congruence and the mutually 
supportive nature of goals will 
be enhanced through frequent 
intergroup interaction, based 
on representation. 

Participation in decision making 
through representation will 
enhance intergroup and, in turn. 
organizational cohesiveness. 

Incenti^ 

Review of incentive systems has been limited to the Scanlon 

Plan and the Lincoln Electric Plan. The main features of these plans 

have been compared in table 15, page 246. As stated earlier (p. 245), 

both plans are more than just incentive systems. However, our purpose 
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here will be to present and evaluate only the wage incentive features 

of the plans. 

As evidenced by table 15, the Scanlon Plan and the Lincoln 

Electric Plan are quite similar and, in fact, we can present one set 

of "essential components" that will cover both. These are: (1) pay 

employees at a rate that is comparable to the "market value" of labor 

for the industry, profession, or craft in question; (2) devise a group 

wage Incentive system which is independent of--not a substitute for--

the basic wage system; (3) develop and implement the system on a 

participative basis; (4) make provision in the plan for adjusting the 

incentive system when changing conditions dictate, and work out any 

such changes on a participative basis; (5) apply the incentive system 

to the entire organization, including management if possible; (6) tie 

incentive earnings first to the success of the organization, and then 

as directly as possible to the individual efforts of employees; (7) in 

implementing the incentive system, guarantee that the new plan will not 

accrue to the earnings disadvantage of any employee—e.g., guarantee 

their basic wage plus previous average incentive earnings; and (8) dis

tribute incentive earnings in as close a temporal pattern as possible 

to the time period in which they were earned. 

Group incentive strategy. Figure 40, below, illustrates the 

general group incentive strategy used in the Scanlon and Lincoln 

incentive plans. We have already discussed the plans in some detail 

in chapter VI (pp.233-45), and so our explanation of the strategy 

here will be brief. First, the plan applies to an entire "productive 

unit," or group. Input to the group is their basic pay and output 
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is the value of the product(s) they have produced. Second, the group 

is rewarded with a bonus, which is derived from an input-output 

comparison, with consideration of other factors. Finally, the bonus 

is distributed among group members in some manner ostensibly commensurate 

with their contribution. 

GROUP 
MEMBERS 

PEL i2iF£LRQiTii 

PRODUCTIVE 
UNIT (GROUP) 

BONUS 

OTHER 
FACTORS 

COMPUTATION W 

PRODUCT 
VALUE 

OTHER 
FACTORS 

Fig. 40. General group incentive strategy used in Scanlon 
and Lincoln incentive plans. 

The role of money. Money is, perhaps, the best known and one 

of the most commonly employed generalized conditioned reinforcers. We 

have previously discussed how it acquires this property (pp. 36-37). 

It should also be pointed out that it is one of the most effective of 
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the generalized reinforcers. There are several reasons for its effec

tiveness. First, because it can be exchanged for primary reinforcers 

of wide variety, behavior reinforced with money is relatively inde

pendent of the momentary deprivation of the individual. Second, 

because it is distinguished by its physical specifications, the use 

of money permits a sharper contingency between behavior and consequence. 

As B. F. Skinner (1953) put it: "When we are paid in money, we know 

what our behavior has accomplished and what behavior has accomplished 

it" (p. 79). Third, the exchange value of money is more obvious 

(different amounts may be compared on a standard scale) than such other 

generalized reinforcers as attention, recognition or praise, respect, 

or affection. Finally, money is easily employed in a number of rein

forcement schedules--e.g., fixed interval, fixed ratio, etc. 

Money and performance. March and Simon (1958) have pointed 

out that "the available evidence on the motivation of workers casts 

serious question on the automatic efficacy of wage incentives as a 

motivating device" (p. 19). They suggested a number of reasons for 

this, among them: (1) wage payments represent only one of a number of 

rewards in the system; (2) the "utilities associated with wage payments 

may be discontinuous," reflecting some idea of "satisfactory" wages, 

and thus not be 1 inearly/monotonically related to wage payments; and 

(3) the impact of wage incentives is not stable due to the change of 

"utilities" of wages through time with shifting aspirations. There 
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are also complications with time-study techniques,* and collective 

bargaining (March and Simon, Ibid., p. 19). 

As we have stated earlier (p.245), the behavioral school has 

tended until recently to emphasize the social/organizational conse

quences of employee behavior and has relegated explicit reward schemes 

of management to the background. However, as March and Simon (op. cit.) 

stated, "a model of man that does not give a prominent place to economic 

incentives is, for most humans, a poor model" (p. 61). 

The effectiveness of wage incentives in shaping desired perform

ance behavior will be a function of: (1) the reinforcing value of 

money for the individual; (2) the individual's perception of the con

tingency between his performance behavior and the monetary Incentive; 

(3) the individual's "subjective trade-off" between the incentive con

sequence and other consequences operating at "cross-purposes"; and 

(4) the schedule on which the incentive is administered. 

Items (1) and (2) may be put in the context of Vroom's (1964) 

VIE model (pp. 8 1 - 8 3 , viz, the individual's performance behavior will 

be a function of the valence of money for the individual and his 

expectancy that his performance will lead to the money. Effective 

performance as an outcome will have increasing valence for the indi

vidual as the instrumentality of effective performance for the attainment 

•William F. Whyte (1955) predicted the following problems when 
"the traditional approach to piece rates is carried out": (1) workers will 
restrict output to a point well below their capacity; (2) workers will 
develop many inventions which they will keep secret from management; (3) 
when they are observed for rate-setting purposes, they will use all their 
Inqenuity in working slowly and yet giving the impression of working fast; 
(4) in spite of all efforts to compensate for worker deception, time-study 
men will set some rates that are unfairly tight and others that are unnec
essarily loose; (5) the coexistence of incentive jobs and nonincentive jobs 
and of tight and loose rates will create endless disturbances in inter-
gî oup relations (pp. 261-62). 
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of money increases. The concepts here are similar to the Path-Goal 

Approach theory of Georgopoulos et a l . (1957). The effectiveness of 

incentive plans in general depends upon the worker's knowledge and 

understanding of the relationships between performance and earnings 

(Opsahl and Dunnette, 1966). 

Item (3) reflects the fact that a monetary reward is only one 

of many possible consequences of the individual's work behavior. Some 

of these consequences are reinforcing, some may be aversive, some 

mutually supporting, and others mutually exclusive. Skinner (op. c i t . ) , 

for example, has said. 

That part of the behavior of the worker which is under 
economic control generates aversive st1muli--from the 
nature of the work i tse l f or from the fact that i t pre
vents the worker from engaging in activit ies that would 
be reinforcing in other ways" (p. 391). 

The worker is offered economic reinforcement as a means of inducing him 

to accept the job and its consequences. When the worker accepts or 

rejects the job offer, he may be said to be making a trade-off between 

positive and negative reinforcers. I t has recently been hypothesized 

that this trade-off and, more fundamentally, the valence of the monetary 

reward i tself wil l be effected by a person's subjective judgment regard

ing the "equity" of the reward relative to (1) the "cost" to him (an 

input/output ratio) compared to an internal standard, or (2) a social 

comparison process--his cost/reward versus another's cost/reward. The 

theory, which according to Miner and Dachler (1973) is s t i l l relatively 
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vague and unsophisticated, derives from the work of Adams (1963),* and 

has been expanded upon and clarified by Goodman and Friedman (1971), 

Leventhal et al. (1969), and Pritchard (1969), among others. Our 

earlier discussion concerning the operant paradigm and task-related 

behavior (pp.268-69) Is relevant here as well. Such behavior generates 

many consequences, both reinforcing and aversive; and in order to deal 

effectively with work design, we need to be able to specify and evaluate 

these consequences. As stated by Skinner (op. cit.), "In the design of 

optimal working conditions, considered with respect not only to pro

ductivity, but to absenteeism and labor turnover, we need an explicit 

analysis of actual reinforcing and aversive events" (p. 391). 

"Piecework pay" is perhaps the best example of a reinforcement 

schedule in the economic control of work behavior. In t6rms of our 

discussion in chapter III (pp. 43-45), paying a man for a set number of 

items produced constitutes a "fixed ratio" reinforcement schedule. By 

far the more common form of payment is "fixed interval"--i.e., pay by 

the hour, day, week, month, etc. There are, then, the "combined 

schedules" which occur when incentive systems are used to supplement basic 

wage systems. These are generally fixed interval—fixed ratio combinations, 

The schedule on which incentives are administered, item (4), is an 

extremely important, but often neglected, aspect of incentive systems. 

*Homans (1961) advanced a similar theory of "distributive justice" 
as an element of his wider theory of elementary social behavior, which 
is one of several social-reinforcement exchange theories. According to 
Homans, 

"A man in an exchange relation with another will expect that 
the rewards of each man be proportional to his costs--the 
greater the rewards, the greater the costs—and that the net 
rewards or profits of each man be proportional to his invest
ments—the greater the investments, the greater the profit" 
(p. 75). 
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Response characteristics for the four basic reinforcement 

schedules have been illustrated in figure 6 , page 45. From this, it 

can be seen that fixed ratio is, in general, an effective schedule of 

reinforcement—much more so than fixed interval. From our earlier 

discussion of schedules of reinforcement (pp. 43-45), we can make the 

following predictions about work performance under various pay schedules 

(with the usual "other things being equal" qualification). 

(1) If the amount of work required per unit of pay is not too 

great and the unit of pay is of significant magnitude, the individual 

on a fixed ratio schedule will characteristically work at a high rate 

(2) Because of the contingent nature of a ratio schedule, 

progress toward the completion of a given number of responses (work 

units) acts as a conditioned reinforcer, and the schedule will be more 

effective if feedback regarding this progress is provided 

(3) Fixed ratio and fixed interval schedules of pay will be 

characterized by a period of inactivity on the part of the worker just 

after each reinforcement, increasing with an increasing ratio or 

interval and/or decreasing reinforcement magnitude 

(4) Fixed interval schedules of pay must be supplemented by 

intervening discriminative stimuli and task-correlated control 

techniques (reinforcing and/or aversive consequences); otherwise they 

may generate only a small amount of work just before pay-time (the most 

effective of such supplemental "techniques" is a task which is 

intrinsically reinforcing) 

(5) If wage payment systems could be adapted to them, variable 

•̂ atio and variable interval schedules of pay would have the advantages 
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of higher sustained responding and greater resistance to extinction 

over their counterpart fixed schedules* 

Analysis of the Scanlon and Lincoln Electric incentive plan 

components. The first component of the combined plans is the payment 

of what we might term a "fair wage"—i.e., one that is comparable to 

what the employee might receive elsewhere doing the same basic job. 

This is, of course, not really a component of the incentive plan, but 

it is also true that the two forms of compensation cannot be considered 

wholly independent. The basic wage is a consequence of the worker's 

accepting a job with the firm in question. If he can realize a greater 

financial reward by accepting a job at a rival firm, then the difference 

in basic wages must be considered an aversive consequence of job 

acceptance with the first firm. If the worker accepts the job with the 

first firm because he is attracted by the incentive system, then it is 

likely that some portion of the Incentive system loses its "effort-

reward" effect to be "allocated" instead to the "employment-reward" 

area. In general, the basic wage may be thought of as controlling job-

acceptance behavior and the type of activities performed, but not the 

rate at which such activities are performed (March and Simon, 1958). 

The second component of the combined Scanlon/Lincoln plans is to 

devise a group incentive system, keeping it independent of the basic wage 

system. Proponents of the Scanlon Plan, for example, emphasize that 

it must not be treated as a substitute for collective bargaining and/or 

*See the article by Owen Aldis (in Ulrich et al., 1966) for an 
interesting suggestion on how a variable ratio schedule might be 
employed for an incentive scheme in industry. 
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normal wage Increases. By keeping the systems independent, it is hoped 

that incentive payments will maintain their full effort-reward impact. 

Generally, the rationale for employing a group incentive system 

rather than an individual incentive system has three aspects. First, 

it is not alwa^ys feasible to apply individual Incentives because of 

pervasive task interdependencies.* Second, the difficulty of developing 

objective measures of work performance, especially in the white-collar 

area, precludes the employment of defensible individual incentives. 

Finally, the employment of individual incentives sometimes produces 

unanticipated behaviors which are detrimental, rather than helpful, in 

achieving overall organizational objectives. These aspects of the group 

incentive rationale might be termed the "technological," the "methodo

logical," and the "motivational." We are Interested in the motivational 

aspect here. 

Douglas McGregor (1960), discussing the benefits of the wage 

incentive feature of the Scanlon Plan, stated that. 

It is a means for promoting collaboration . . ., Competi
tion is minimized within the organization and maximized 
with respect to other firms in the industry . . . and it 
is directly related to the success of the organization 
(p. 112). 

*Katz and Kahn (1966) have pointed out that modern, large-
scale organizations, employing advanced technology, consist of people 
engaged in many interdependent tasks. This, and the fact that per
formance is often controlled by the tempo of intercoordinated machines, 
rules against the logic of individual incentives. The Bureau of Labor 
Statistics (September 1971) has commented to the same effect: 

"With the trend away from man paced toward machine tending 
and service jobs, the applicability of individual output 
incentives is being questioned. Accordingly, interest is 
growing in incentive plans that are based on total plant 
performance" (p. 19). 
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What McGregor was stressing is that group incentives are conducive to 

the evolvement of a cooperative situation, while individual incentives 

are not. This is an Important advantage under conditions where group 

functioning is a determinant of goal achievement, for the reasons 

covered earlier in the paper (pp.142-47). 

The conditions under which a cooperative effort evolves most 

successfully include: personal and group/organizational goal con

gruence, goal regions defined so that they can be entered by all group 

members (goal attainment by some does not impede goal attainment by 

others), free and open communication, favorable interpersonal perception 

(e.g., mutual trust and respect), and a continuing opportunity for 

interaction (see pp. 145-47). The group aspect of the wage incentive 

featured in the Scanlon/Lincoln plans is designed to create both goal 

congruence and mutual goal attainability (other aspects of the plans 

are involved with the remaining conditions for cooperation). 

As pointed out by Opsahl and Dunnette (1966), the chief dis

advantage with group incentives is the likelihood of a decreased 

correlation between the worker's individual efforts and his incentive 

earnings. This effect becomes more pronounced with increasing group 

size. Since, as we stressed earlier (p.305), the individual's percep

tion of the contingency between his performance behavior and his 

incentive earnings is a principal factor in the effectiveness of a wage 

incentive, this disadvantage with group plans can be a major problem. 

Group incentive systems also share some of the problems 

associated with individual incentive plans. These include a less than 

satisfactory effort on the part of workers because: (1) they fear they 
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may work themselves out of a job; (2) they are concerned that manage

ment may up the standard if they begin to earn too much through high 

production; and (3) they are concerned about the consequences of new 

social relationships that might evolve (Hickson, 1961). The possibil

ity of union opposition is, of course, a consideration common to any 

wage incentive plan, as well as other factors in the labor contract. 

Finally, group incentive systems may suffer because of perceived 

inequities from one group to another under different formulations of the 

basic group plan. This problem corresponds to the problem of inequities 

dealing with tight and loose rates under individual incentive plans. 

The problem areas discussed above in connection with group 

incentive systems are the prime considerations in the follow-on 

components composing the combined Scanlon/Lincoln plans. Let us turn 

now to these remaining components. 

The third component on our list specifies that development and 

implementation of the group incentive plan must be on a participative 

basis, including management, the workers, and the union. The reasons 

for advocating participation have already been discussed in a general 

context (see pp. 280-95), and the rationale here is no different. 

Participation is expected to enhance goal congruence and lead to goal-

path clarity. Thus, in some measure, the disadvantage associated with 

the effort-reward contingency under group incentive systems is expected 

to be offset. Further, participation is expected to enhance the favor

ability of interpersonal perception—especially trust—and thus, to a 

large degree, ameliorate worker fears regarding the continuance of 

employment, management's good faith relative to the effort-reward bargain. 
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and the maintenance of rewarding social relationships. Including the 

union in these participative undertakings is designed to solicit their 

input and cooperation early-on and preclude future haggling, which may 

undermine the overall cooperative effort. 

We may refer to our taxonony on participative decision making 

(table 20, pp.297-301) to determine the assumptions which underlie the 

salutary effects expected of participation. First, the individual 

must accept the opportunity to participate and will do so if he per

ceives the participatory state of affairs as potentially reinforcing. 

The probability that he will have this perception is higher when he 

and other group members are relatively homogeneous with respect to 

attitudes and opinions. More importantly, the probability will be 

higher if the consequences of past participatory experiences of the 

individual have been reinforcing. Second, group members should be 

positively disposed toward the organization, intellectually capable of 

treating the degree of difficulty inherent in formulating the incentive 

plan, and privy to information relevant to its formulation. The 

individual's attitude toward the organization will be more positive as 

it becomes more apparent that his own personal financial goals can best 

be met when organizational goals are achieved. Third, the group should 

be cohesive (similar in attitudes, beliefs, interpersonal orientation, 

etc.), the operating communication network should be decentralized, and 

group goals and the paths thereto should be specified in terms of the 

individual behaviors required in their achievement (i.e., they should be 

operational ized). Finally, participation must be on a continuing basis, 

not a "one-shot" affair. In this way, the participative sessions can 
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serve as an effective means of feedback (KOR) for both the group and 

the individual.* 

Component four is directly related to three. One of the 

principal causes of rate restrictions under incentive plans mentioned 

by Hickson (1961) was the individual's uncertainty about continuation 

of the "effort-bargain" between management and labor. Even when there 

are legitimate reasons for changing some element of the Incentive plan 

(e.g., technological improvements, different product mix), such changes 

may be construed as a disguised attempt on the part of management to 

renege on their part of the bargain. By making a provision in the plan 

for adjusting the Incentive system, the combined Scanlon/Lincoln plan 

provides a formal mechanism for labor and management to participate in 

working out such changes, again under the assumptions implicit in the 

PDM approach. Studies by Lawler and Hackman (1969) and Scheflen, Lawler 

and Hackman (1971) appear to bear out the efficacy of participation in 

the development and operation of incentive plans.. In addition, a study 

by Lawler (1965) dealing with secret pay policies, suggests that money 

is more effective both as an incentive device and as a knowledge-of-

results device when employees are informed relative to pay differentials 

and derivations. 

*A1though we have not included i t as a direct feature of the 
incentive plan, the Scanlon suggestion system serves as the mechanism 
for continuing participation, as well as a means of enhancing the 
individual's perception of the effort-reward contingency (as we shall 
see later) . 
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The fifth component in the combined plans states that, if 

possible, the incentive system should be applied to the entire organi

zation, including management. The trade-off here is fairly straight

forward: applying the same incentive system "across-the-board" 

increases the likelihood of perceived equity, but decreases the likeli

hood of perceived correlation between individual effort and reward. 

The feasibility of such a policy depends, of course, on the characteristics 

of the organization in question. Many of today's massive conglomerates 

are characterized by large-scale diversification, numerous divisions 

involving few interdivisional transactions, or little integration in 

general, a small central staff, and a minimum of centralized policies 

and procedures. This type of organization simply does not lend itself 

to an organization-wide incentive plan. In such cases, the plan may be 

applied "in principle," but specific formulations must be tailor made 

to the division or plant in question. On the other end of the spectrum 

lies the smaller, dominant-product company, characterized by a high 

degree of Integration among activities or plants, a large central staff, 

and centralized policy and procedure. Here, the climate for a company-

wide incentive plan is considerably more favorable. 

Component six states that incentive earnings should be tied to 

the success of the company, then as directly as possible to the 

individual efforts of employees. This policy is designed (1) to create 

personal and group/company goal congruence, (2) to structure goal regions 

so that they can be entered by any given individual, only if all members 

of the group can enter them, and (3) to enhance the effectiveness of 

incentive earnings by arranging a reasonably direct contingency 
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between individual performance behavior and monetary reward. In other 

words, this component specifies in general terms the actions that are 

required to realize both the cooperative benefits of a group incentive 

system, and the individual performance benefits. Let us consider how 

the Scanlon/Lincoln plans go about this task and the assumptions that 

must be met if its goals are to be achievad. 

Referring to the diagram illustrating the group incentive 

strategy (fig. 40, p.303), we can see that the total monetary reward, 

or bonus, available for distribution to individual employees, is a 

"bounded sum." The derivation of this sum involves (1) the cost of 

labor, (2) the value of goods produced, and (3) "other factors," 

detailed in our earlier description of the plans (pp.232-45). Thus, 

the employee can be shown that his productivity has a direct bearing 

on the amount of money available to be distributed as incentive earn

ings. However, as "other factors" become more numerous and/or have 

greater impact on the derivation, this relationship becomes less 

direct. In the terms of Vroom's (1964) VIE theory, organizational 

success as an outcome will have increasing valence for the individual 

as the instrumentality of organizational success for the attainment of 

individual monetary rewards increases, and vice versa. This is why 

final profit Is considered one of the least acceptable measures to 

base this type of bonus on. It is a measure which depends on a number 

of factors besides worker productivity (e.g., the state of the market, 

technological developments, materials costs, investments, etc.), over 

which the majority of workers have little or no control. 
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Still, the Lincoln Electric Plan does base its bonus on profits. 

In order to Increase the valence of profits for the individual worker, 

Lincoln Electric, in essence, draws them into partnership. This Is 

accomplished through the stock option plan, which is all the more 

effective because it limits stock ownership to Lincoln employees. In 

this way, the value of the stock is a direct'function of the 

efforts of employees, and not a function of Wall Street manipulations. 

As the net worth of the company increases, the value of the stock held 

by employees Increases. Thus,.company success is positively valent for 

the individual because of its instrumentality for his own success. The 

combination of profit sharing and employee stock ownership provides the 

proper structure for goal regions, as well as goal congruence, for the 

success of the company depends on the cooperative efforts of all its 

employees. No one individual can profit at the expense of others. 

Under the Scanlon Plan, the number and impact of "other factors" 

is purposely limited by deriving the bonus directly from labor savings, 

rather than profit margins. Examples of factors used in the computa

tion include the sales value of the products, value added by manufacture, 

total amount produced (ounces of silver, pounds of castings, tons ware

housed), and so on. Thus, the Scanlon plan provides directly for goal 

congruence and proper goal structure. 

Both the Scanlon Plan and the Lincoln Electric Plan have pro

visions for setting aside a certain portion of the savings/profit for 

reasons described earlier in the paper (pp.232-45). These provisions 

could detract from goal congruence if they are perceived by workers as 

being inequitable. As with component four, the probability of this 
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happening can be minimized by keeping employees well informed about the 

reasons for the split and how it is derived (assuming, of course, that 

it is equitable). 

It must be recognized that nothing in the foregoing provisions 

for tying incentive earnings to the success of the company specifically 

deals with possible worker concern about job security. For example, 

under the Scanlon Plan it is suggested that the major labor savings 

are realized as a result of suggestions, rather than increased effort. 

What happens if an employee conceives of a labor savings plan that 

would result in he and/or a number of his fellow workers no longer 

being needed? The same question applies under the Lincoln Plan, 

where the employee may see greater productivity leading to fewer jobs. 

There is, therefore, a major assumption underlying the expectation that 

the provisions of component six will promote a cooperative effort 

directed toward company success. This assumption is that employees per

ceive management as providing a "supportive" job setting—i.e., being 

sincerely concerned with employee welfare, including doing whatever 

might be necessary to guarantee steady employment. 

The other aspect of component six involves linking individual 

efforts as directly as possible to the individual's share of the total 

bonus. Referring again to figure 40, page 303, we see that this is 

accomplished in a computation involving (1) pay differentials, and 

(2) "other factors." More specifically, under the Scanlon Plan, distribu

tion of the total bonus is made as a proportion of the individual's 

basic pay. Under the Lincoln Electric Plan, distribution of the 

bonus is made in proportion to the individual's basic pay weighted by 
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the average of three performance ratings per year (these ratings 

constitute the "other factors" in the diagram). The principal 

assumption here is that a relationship exists between the individual's 

basic pay and his contribution to the overall productive effort. 

The use of ratings under the Lincoln Plan is designed to test this 

assumption to some degree. A corollary assumption, then, is that these 

ratings are made on an objective basis and are reasonably accurate. 

Component seven applies when there is some other incentive 

scheme in operation when management is considering a changeover to 

a Scanlon/Lincoln-type plan. In this case, there is the chance that 

some employees may suffer decreased incentive earnings under the new 

plan. Ostensibly, management's consideration of the new plan stems from 

a desire to enhance achievement of organizational objectives by pro

viding greater incentive earnings for employees; earnings which are a 

more direct result of their productive efforts. It is unreasonable to 

expect employees to enthusiastically endorse an alternate incentive 

system which could result in decreased earnings for them. Even if there 

is only the bare chance that such a decrease could occur, employees are 

likely to be suspicious, especially where management-labor relations 

are not the best and the new plan is part of the effort to correct them. 

This is where component seven comes into the picture. If management is 

sincere in its belief that the new system will improve the lot of the 

worker as well as the company, it is not unreasonable to expect them 

to guarantee a minimum level of earnings under the new plan equal to 

average earnings under the old plan. For example, in the case of the 

Lapointe Machine Tool Company, where the Scanlon Plan was first 
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introduced in 1947, the many workers who had been on piecework were 

guaranteed their regular hourly rate plus their average incentive 

earnings prior to the time the new plan went into effect (Whyte, 1955). 

There is a risk for management in making the above guarantee. 

Since a piecework-type incentive system is based on the premise that 

employees will work harder under incentive conditions to earn additional 

income. It is possible that once guaranteed the additional income, the 

employees will fail to respond to the revised incentive conditions under 

the new plan and perhaps even revert to productivity levels below that 

achieved under the old plan. This may occur, for example, if, as March 

and Simon (op. cit.) hypothesized, the "utilities" associated with wage 

payments are discontinuous and some "satisfactory" level of wages has 

been reached relative to worker aspirations. Of course, the "utilities" 

associated with wages will be different for different workers, but 

where group incentive systems are concerned, the manifestation of such 

a phenomenon in even a small minority of workers can be disruptive. 

It should also be remembered that incentive payments represent only 

one of a large number of consequences of work behavior. By changing 

this particular consequence, the employee's "subjective trade-off" 

involving other consequences is liable to be altered. If, for example, 

the individual perceives his task to be aversive, it may be that the 

positive valence associated with additional income under the new 

incentive plan fails to outweigh the negative valence associated with 

the task itself. In these circumstances, the individual may perceive 

the guarantee of earnings as a means of reducing the aversive stimuli 

associated with task avoidance behavior and, thus, be "motivated" to 
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increase such behavior—an outcome exactly opposite that intended by 

management. In this regard, Opsahl and Dunnette (1966) reviewed a 

number of studies concerning "personality-task Interactions" and the 

effectiveness of incentive payments. They stated their findings as 

follows: "The net conclusion from these studies is that repetitive 

tasks, destructive tasks, boring tasks, and disliked tasks are apparently 

much less susceptible to monetary incentives" (p. 105). It follows that 

the assumption management makes here is that employees do not perceive 

their tasks as reflecting these aversive characteristics. 

The final component in our list, number eight, is relatively 

straightforward--by paying out incentive earnings on a close temporal 

schedule to the period during which the behavior occurred that produced 

them, the contingency between behavior and reward is clarified. As 

Jablonsky and DeVries (1972) pointed out. 

Immediacy of reinforcement is considered by many to be an 
essential concept of learning theory. Experiments suggest 
that if reinforcement does not occur immediately after 
the response occurs, it is much less effective in changing 
behavior. The reduced effectiveness is due to the fact 
that the delayed reinforcement may be reinforcing behaviors 
which have occurred after the desired behaviors (p. 344). 

Fortunately, in dealing with human subjects, somewhat more latitude 

is possible in the temporal pattern of reinforcement--i.e., the rein

forcing effects are not as sensitive to delay in reinforcement. This 

is so because other discriminative stimuli—most importantly verbal--

serve to maintain the connection between response and consequence. 

Under the Scanlon Plan, the requirement for close-following 

reinforcement is met by distributing bonus payments in the month 

following the month in which they were earned. Under the Lincoln Plan, 
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as in most profit-sharing plans, the bonus is distributed yearly; a 

fact which mediates against its effectiveness In shaping desired 

performance behavior. However, under the Lincoln stock option plan, 

a dividend is paid quarterly to stockholder-employees, and this feature 

serves to provide some of the immediacy of reward missing in the bonus 

aspect of the plan. Another feature of the Lincoln Plan which, to some 

degree, offsets the weakness of its delayed bonus is the three 

performance ratings per year accomplished on employees. Because these 

ratings have a direct impact on the employee's share of the bonus, they 

may serve as conditioned reinforcers (the same way that progress toward 

a given number of responses on a ratio schedule does) and, thus, pro

vide some additional degree of continuity. 

The taxonomy. The taxonomy for the combined Scanlon-Lincoln 

Electric incentive plans is contained in table 21, pages323-28. It 

is structured exactly as before: components in the rows, correlates 

and assumptions in the columns. 
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TABLE 21 

A BEHAVIORAL TAXONOMY FOR A COMBINED SCANLON-LINCOLN ELECTRIC 
INCENTIVE PLAN 

Behavioral Correlates Assumptions 

COMPONENT 1. Pay employees at a rate that is comparable to the "market 
value" of labor for the industry, profession, or craft in 
question. 

The consequences of behavior 
effect the probability that the 
behavior wil l be emitted again 
under similar conditions in the 
future. 

The basic pay rate, as perceived 
by the employee, is of sufficient 
magnitude to constitute an 
effective employment-reward 
contingency. 

COMPONENT 2. Devise a group wage incentive system which is independent 
of the basic wage system. 

A cooperative situation is 
superior to a competitive one 
where group functioning is a 
determinant of goal achieve
ment. 

The probability that a 
five situation wil l evo 
Increased to the extent 
(1) personal and group 
are congruent, and (2) 
regions for each of the 
members are defined so 
can be entered, to some 
by any given individual 
all individuals in the 
enter their respective 
regions, to some degree 
are mutually supportive 

coopera-
Ive is 
that: 

goals 
goal 
group 

that they 
degree, 
only if 

group can 
goal 
(goals 

) . 

The perceived correlation 
between individual effort and 
Incentive earnings under a 
Qroup incentive system tends to 
decrease as group size increases 

Group functioning is a determinant 
of goal achievement. 

Characteristics of the group 
incentive system are such that 
personal and group goals are, 
to a large degree, congruent and 
mutually supportive. 

Characteristics of the group 
incentive system act to counter 
the tendency of decreasing 
correlation between individual 
incentive earnings and individual 
effort as group size increases. 
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Behavioral Correlates 

Workers may react unfavorably to 
a group incentive system because 
of: (1) concern for job security, 
(2) concern about the continua
tion of the effort-reward bargain, 
and/or (3) concern over changed 
social relationships. 

Group Incentives may result in 
intergroup conflict because of 
perceived inequities between 
groups under different formula
tions of the basic plan. 

Assumptions 

Characteristics of the group 
incentive system will allay 
worker concern regarding job 
security, continuation of the 
effort-reward bargain, and 
changed social relationships. 

Characteristics of the group 
incentive plan will ameliorate 
intergroup conflict. 

COMPONENT 3. Develop and Implement the group Incentive system 
on a participative basis. 

Behavior which is followed by a 
positively reinforcing event has 
a higher probability of occurring 
under similar conditions in the 
future. 

The probability that personal, 
group, and organizational goals 
will tend toward congruence, and 
consensus will be reached con
cerning goals/goal-paths, will be 
Increased to the extent that the 
group is cohesive and the organi
zation is perceived as providing 
a supportive setting for employees. 

Psychological Force = Valence x 
Expectancy 

The employee's past experiences 
with participation have had 
positively reinforcing conse
quences. 

Participation will contribute 
to group cohesiveness and 
enhance the individual's per
ception of the organization as 
providing a supportive setting 
for employees. 

Participation in developing and 
implementing the incentive system 
will have a positive effect on 
the individual's perception of 
the reinforcing value (valence) of 
the incentive system outcomes and 
increase the individual's 
expectancy that effective work 
performance will lead to those 
outcomes. 
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TABLE 21—Continued 

Behavioral Correlates Assumptions 

COMPONENT 4. Make provision in the plan for adjusting the incentive 
system when changing conditions dictate, and work out 
any such changes on a participative basis. 

Uncertainty regarding the con
tinuation of a favorable effort-
reward bargain will result in 
anxiety which will, in turn, 
inhibit effective group func
tioning. The resolution of this 
uncertainty will thus enhance 
group functioning. 

Behavior which is followed by a 
positively reinforcing event has 
a higher probability of occurring 
under similar conditions in the 
future. 

Psychological Force = Valence x 
Expectancy. 

Participation in working out 
changes to the incentive system 
will resolve uncertainty rega-̂ d-
ing the continuation of a favor
able effort-reward bargain. 

The group member/employee per
ceives the consequences of the 
changes as potentially rein
forcing. 

Participation in initiating and 
implementing changes will have 
a positive effect on the rein
forcing value (valence) of the 
new incentive system outcomes 
and increases expectancy that 
effective work performance will 
lead to those outcomes. 

COMPONENT 5. Apply the incentive system to the entire organization, 
including management if possible. 

The likelihood of perceived 
equity tends to increase as the 
scope of the incentive system 
increases. 

The character of the organization 
is such that an organization-wide 
incentive system is feasible--i.e., 
the organization consists of a 
dominant-product company, involv
ing a high degree of integration 
among activities, a large central 
staff, and centralized policy and 
procedure. 
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TABLE 21—Continued 

Behavioral Correlates 

The likelihood of perceived 
correlation between individual 
effort and individual Incentive 
earnings tends to decrease as 
the scope of the Incentive 
system increases. 

Assumptions 

Characteristics of the incentive 
system act to counter the 
tendency for perceived correla
tion between effort and reward 
to decrease with increasing scope 

COMPONENT 6. Tie incentive earnings first to the success of 
the organization, and then as directly as 
possible to the individual efforts of employees. 

Organizational success as an out
come will have increasing 
valence for the individual as the 
Instrumentality of organizational 
success for the attainment of 
his individual monetary rewards 
increases, and vice versa. 

The congruence of personal and 
group goals and the extent to 
which goals are mutually 
supportive, contribute to the 
evolution and maintenance of 
a cooperative effort. 

The effectiveness of incentive 
earnings in promoting desired 
performance behavior increases 
as the individual's perception 
of correlation between his 
effort and his individual 
Incentive earnings increase$. 

The Individual perceives organ
izational profit as instrumental 
to the attainment of his individ
ual monetary reward. The per
ceived instrumentality is 
enhanced by exclusive employee 
ownership of organization stock 
(Lincoln Electric-type profit 
sharing and stock option). 

The individual perceives a 
total bonus based directly on 
labor savings as instrumental 
to the attainment of his indi
vidual monetary reward (Scanlon-
type bonus plan). 

The fact that the total bonus 
available for distribution to 
employees is a "bounded sum," 
reflecting company success 
(either through profit or labor 
savings), creates both goal con
gruence and mutually supportive 
goals. 

Distribution of the total bonus 
in proportion to the individ
ual's basic salary, or the basic 
salary weighted by a performance 
rating, increases the individual's 
perception of correlation between 
individual effort and reward. 
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TABLE 21—Continued 

Behavioral Correlates Assumptions 

The individual's basic salary is 
correlated in a positive way to 
his contribution to the overall 
productive effort. 

Performance ratings are posi
tively correlated with actual 
performance. 

COMPONENT 7. Guarantee that the new incentive system will not accrue 
to the earnings disadvantage of any employee. 

The probability that personal, 
group, and organizational 
goals will tend toward con
gruence will be increased to 
the extent the organization is 
perceived as providing a 
supportive setting for 
employees. 

The anxious group member 
inhibits effective group 
functioning. 

The effectiveness of a 
behavior-reward contingency 
will decrease as the 
satiation of the individual 
for the reward increases. 

Job avoidance behavior as an 
outcome will have increasing 
valence for the individual as 
the instrumentality of job 
avoidance for the withdrawal 
of aversive job consequences 
increases, and the instru
mentality of job attendance 
for the presentation of 
reinforcing consequences 
decreases. 

A guarantee of no disadvantage 
in earnings under the new sys
tem will be perceived by 
employees as evidence of a 
supportive setting. 

A guarantee of no disadvantage 
in earnings under the new sys
tem will reduce anxiety, there
by enhancing group functioning, 

The individual's guaranteed 
level of earnings does not con
stitute a satiating level. 

The trade-off involving the 
individual's perception of 
reinforcing and aversive job 
consequences, and the contin
gency between these conse
quences and performance 
behavior is favorable to a con
tinuation of effective job 
performance. 
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TABLE 21—Continued 

Behavioral Correlates Assumptions 

COMPONENT 8. Distribute Incentive earnings in as close a temporal 
time pattern as possible to the time period in which 
they were earned. 

The effectiveness of reinforcement 
in shaping desired behavior 
increases as the immediacy of 
the reinforcement relative to 
that behavior Increases. 

Distribution of incentive 
earnings in the month follow
ing the month In which they 
were earned constitutes a 
sufficiently close temporal 
pattern between behavior and 
reward. 

Dividends under a stock option 
plan constitute a sufficiently 
close temporal reward. 

Performance ratings serve as 
conditioned reinforcers on a 
sufficiently close temporal 
basis. 
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Summary 

Human factors data become more useful to the systems designer 

as they are conveyed to him in the context of a particular design 

problem, or class of problems, with which he is involved—i.e., as 

they approach applied vis-a-vis raw data. Conventional human factors 

data deriving from the physiological, anthropological, and psycholog

ical areas have, to a large extent, been arranged in formats which 

facilitate their use. The same cannot be said for social psychological 

aspects of human factors. 

It is time we incorporated our expanding knowledge of social 

psychology more adequately in the broad problem of work design. We have 

illustrated one way of applying social psychological knowledge to work 

design—i.e., by constructing a "behavioral taxonomy" for specified 

work design strategies. Certain properties of these strategies should 

now be apparent, viz: (1) there is a good deal of overlap among them; 

(2) no one strategy, by itself, 1s sufficient in the scope of its work 

design objectives/remedies; (3) the strategies or, more precisely, the 

components that make them up, are based on a whole host of critical 

assumptions concerning both individual experential factors and group 

variables; and (4) the components that make up the strategies represent 

only one point on a continuum of alternatives dealing with the content 

and context of work. 

Combination of the Strategies 

The strategies of enrichment, involvement, and incentive over

lap, and any one of them represents only a partial consideration of 

relevant factors in work design. Therefore, a combination of the 
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strategies seems appropriate. However, because the components of the 

strategies represent only points on a continuum of alternatives, it may 

be more useful to list the properties of the work system that should be 

considered in the design effort, rather than prescriptive statements 

involving these properties. This list appears in table 22, broken out 

by work content (intrinsic task factors) and work context (extrinsic 

task factors). It must be emphasized that these properties are recom

mended for consideration expressly because of their possible impact on 

social psychological aspects of worker behavior. There are, of course, 

many other properties that must be considered from a traditional human 

factors standpoint alone. 

Work Force Characteristics and Behavior Modification 

The properties listed in table 22 must be considered in relation 

to the characteristics of the population from which the work force is to 

be drawn. It is unlikely that these properties can be ranged along 

extreme positions on their respective continuums and apply equally well 

to all workers. This is true whether they are ranged along the current 

extreme of highly rationalized, dull, repetitive, paced tasks, or along 

the other extreme reflecting "enriched" tasks. However, this is not 

meant to imply that the characteristics of workers are fixed quantities 

which we must "work around." If this were so, there would be little 

utility in the elaborate and expensive training programs incorporated 

in our large industries. As we have seen, behavior can be modified. 

People can learn to adapt to conditions under which, in the long run, 

they will fare far better. Thus, the worker designer needs to be aware 

of the basic methods for modifying behavior, and their advantages and 
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TABLE 22 

PROPERTIES OF THE WORK SYSTEM THAT SHOULD 
BE CONSIDERED IN THE DESIGN EFFORT 

CONTENT: 

Closure: the degree to which the work task has the property of a 
definite beginning and end. 

Variety: the degree of stimulus diversity in the work task. 

Complexity: the number of different stimuli encountered in the task, 
their interdependencies, and the variety and pattern of responses 
required of the operator. 

Novelty: the degree to which stimuli encountered in the work task 
are encountered for the first time. 

Discretion: the degree to which the temporal pattern and pace of 
task activities, and the tools to be employed in the activities, 
are determined by the worker, rather than the machine/process. 

End-Product Relation: the degree to which the task outcome relates 
to the final end-product of the production unit, or firm. 

Character of Stimuli: the physical characteristics of intrinsic 
task stimuli--e.g., clean - dirty, odor free - malodorous, 
pure - foul, etc. 

Worker Product Relation: the degree to which the product, or outcome, 
of the task can be directly related to the efforts of the indi
vidual worker. 

Feedback: the degree to which the task provides cues to the worker 
regarding both progress toward task completion, and task comple
tion itself. 

CONTEXT: 

Autonomy: the degree to which the worker exercises self-direction and 
self-control in his task activities, rather than being directed 
and controlled by others. 

Participation: the degree to which organizational procedures permit 
or encourage the individual to take part in making decisions that 
affect his work activities, and the functions of the organization 
at large. 

Interaction Opportunity: the degree to which technological, plant, 
and/or organizational arrangements/procedures provide an opportun
ity for employees to interact with one another. 

Supportivenpss! the degree to which the organization, by its actions, 
displays a sincere concern for the well-being of its employees. 

Cohesion (work qroup & organization): the degree to which members of 
the work group/organization interact, are similar in attitudes, 
opinions, etc., and share common experiences. 
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TABLE 22—Continued 

Basis for Leadership Attempts: the options provided by systems design 
for leadership attempts--e.g., are options provided to exercise 
reward, expert, and referent power, as well as legitimate and 
coercive power? 

Information Distribution: the degree to which organization members 
are privy to information relevant to their work activities, the 
work activities of other organization members, the interrelation
ship therein, and the functions and goals of the organization at 
large. 

Basic Wages: the degree to which the basic wage offered by the organ
ization compares favorably with the basic wage offered by other 
organizations for similar work. 

Salary-Contribution Relation: the degree to which the individual's 
salary correlates with his potential contribution to the overall 
productive effort. 

Effort-Reward Bargain: the degree to which incentive earnings are 
correlated with individual productive effort. 

Individual Incentive-Organization Success Relation: the degree to 
which individual incentive earnings are correlated with organiza
tion success. 

Incentive Schedule: the temporal pattern of incentive payments in 
relation to work effort—e.g., how closely are incentive earnings 
to be distributed to the time period in which they were earned? 

Scope of the Incentive System: the degree of organizational coverage. 

Effort-Reward Guarantees: the degree of organizational coverage. 

Effort-Reward Guarantees: (1) the degree to which the worker is 
guaranteed a continuation of the basic effort-reward bargain, 
(2) the degree to which the worker is guaranteed at least his 
prior level of basic and incentive earnings when a new incentive 
plan is installed, and (3) the degree to which the worker is 
guaranteed higher productivity will not lead to layoffs. 

Incentive System Adaptability: the degree of flexibility built into 
the incentive plan. 

Suggestion Subsystem: the degree to which the work design includes a 
structured subsystem for soliciting and evaluating employee 
suggestions for methods and improvements. 

Hierarchical Mobility: the degree to which the work system provides 
for the advancement on merit of employees to higher levels in the 
organization, providing for greater responsibility, authority, 
and compensation. 
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disadvantages. He should also be aware of how to go about the proce

dure of employing any given method. By way of review, table 23 presents 

methods for increasing and decreasing the strength of behavior, and 

figure 41 presents an effective procedure (operant) for modifying 

behavior. Another option regarding worker characteristics is selection. 

Selection of personnel interacts with the kind and amount of training 

they will require before they can be expected to operate effectively in 

the work system. The attractiveness of this option will depend to a 

large extent on: (1) labor supply and demand; (2) the degree to which 

the work force population is estimated to consist of members with cri

terion attributes; (3) the availability of valid tools for assessing 

conformance to criterion measures; (4) the availability of qualified 

personnel to operate the selection process; and (5) the cost of the 

selection process relative to the training process. 

TABLE 23 

METHODS FOR MODIFYING BEHAVIOR 

Methods Which Increase the 
Strength of Behavior 

Methods Which Decrease the 
Strength of Behavior 

Operant conditioning 

Shaping 

Schedules of reinforcement 

Imitation 

Modification of conditions 
which suppress or prevent 
desired behavior 

Operant extinction 

Punishment 

Response-contingent withdrawal 
of reinforcement 

Conditioning incompatible 
behavior 
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SPECIFY THE PERFORMANCE DESIRED 
Identify the behavior 
Determine how it will be measured 

I 
DETERMINE THE CURRENT PERFORMANCE LEVEL 

(Operant Baseline) 

I 
STRUCTURE A FAVORABLE SITUATION 

•Provide discriminative stimuli for appro
priate behavior 

•Remove discriminative stimuli or oppor
tunity for incompatible behavior 

I 
ESTABLISH MOTIVATION 

Locate reinforcers 
Locate and withhold reinforcers 
for incompatible behavior 

I 
ALLOW ADAPTATION 

•Extinguish emotional respondents 
•Establish discriminative stimuli 
•Establish reinforcer 

I 
SHAPE DESIRED BEHAVIOR 

•Reinforce successive approxima
tions to desired performance 
•Raise the criterion for rein
forcement gradually 
•Present reinforcement immediately, 
contingent upon behavior 

REINFORCE INTERMITTENTLY 
•Utilize ratio schedule 
•Determine optimum ratio and rein
forcement levels 

I 
KEEP CONTINUOUS OBJECTIVE RECORDS 

Fig. 41. A procedure for modifying behavior 
(adapted from Reese, 1966, p. 49) 
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Assumptions and Applications 

As stated earlier, the application of any given work design 

strategy is ultimately based upon certain assumptions regarding indi

vidual experential factors and group variables. Among the most impor

tant of these assumptions are those dealing with the employee's percep

tion of the reinforcing and/or aversive consequences he associates with 

his job and the work environment at large, and the contingencies 

between his work behavior and these consequences. It behooves the work 

designer to evaluate these assumptions carefully to determine if they 

are valid. Evaluation may involve the use of various diagnostic tools 

or attitude assessment techniques, such as those discussed in chapter 

V, pages 92-102. Where assumptions are not being met, or where it is 

impossible to determine to a satisfactory degree whether assumptions 

are being met, the work designer should include provisions in his design 

which maximize the probability that assumptions will be met. This will 

entail, among other things, an evaluation of the properties listed in 

table 22, an assessment of work force characteristics, and an evalua

tion of options for selection and training. 

The problems of work design are complex and multivariate. They 

include, in addition to the areas outlined above, consideration of the 

overall objectives of the organization; the constraints under which the 

organization must operate, such as federal regulations, and union con

tracts; technological considerations, e.g., production scheduling, main

tainability, quality control, etc.; and many others. Consequently, the 

derivation of principles and procedures involving social psychological 

aspects of work design has, for the most part, been pursued only in 
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specific circumstances. However, the analyses contained in this 

chapter have led to a general approach to evaluating any given work 

design strategy, as illustrated by the taxonomies for enrichment, 

involvement, and incentive (tables 19, 20, and 21, respectively). 

Further, a list of properties has been provided (table 22), which 

should be consulted as a matter of course in work design in order to 

enhance the likelihood that an optimum solution will be reached. Addi

tionally, these analyses have provided an insight into certain pro

cesses or relationships between human behavior and work design which 

may serve as the basis for developing at least a tentative set of work 

design principles regarding social psychological aspects of human 

behavior having broad, if not universal, application. We will turn 

to this task in chapter IX, after first exploring the probable work 

environment for the next quarter century to see what surprises it 

may hold for us. Finally, although it is not the intent of this 

dissertation to explore the application of all the various concepts 

and relationships delineated herein under all the innumerable situations 

and circumstances that might occur—i.e., to provide a "cookbook"—we 

can outline in general terms the application of several of the more 

important areas. This has been done in appendix C. 



CHAPTER VIII 

FORMULATION OF THE WORK ENVIRONMENT: 1975-2000 

As one may surmise from its title, the purpose of this chapter 

is to formulate the probable work environment during the next quarter 

century. This will entail an evaluation of trends in four broad areas: 

(1) patterns of economic growth, (2) work force characteristics, 

(3) patterns of working time, and (4) elements of the work environment. 

Under these areas, we will be looking at such things as: urbanization, 

the shift from secondary to tertiary (and beyond) occupations, changes 

in the age distribution of the work force, changes in society's "values," 

the four-day workweek, automation and computerization, and so on. Obvi

ously, treatment of so broad a subject in any great detail would be 

beyond the scope of this paper. Rather than making specific, detailed 

predictions on the future work environment, our intent is simply to 

present a rough outline of how things may look in the next twenty-five 

years—what Kahn and Wiener (1967), in their book The Year 2000, term 

"a framework for speculation." 

One may wonder why, in a paper such as ours, we are treating 

this subject at all. The answer revolves around the point made in the 

section on "Personality Development" in chapter III, viz., there is a 

mutual effect, a kind of dynamic interdependence, between people and 

their environment. People change as a result of their interactions with 

the environment and the environment changes due to the same interactions. 
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The design of work must account for this dynamic interdependence by 

being a dynamic process itself. It must make provision for measuring 

change and accommodating it in revised design efforts. 

The description of various work design strategies in chapter VI, 

such as job enrichment and participative management, and the development 

of a "behavioral taxonomy" as a rational approach to evaluating the 

potential efficacy of such strategies, will, perhaps, gain more mean

ing—a heightened sense of value—when placed in juxtaposition with a 

description of the changing nature of the environment in which such 

strategies must operate. The behavioral taxonomy is a tool which should 

be useful in evaluating any work design strategy (named or unnamed), so 

long as the strategy can be expressed in its component parts, or 

"operationalized." Still, the behavioral taxonomy simply explicates the 

set of assumptions which must be met if the strategy is to operate 

effectively. Now, what are the chances that a given set of assumptions 

will be met today? Tomorrow? In the next twenty-five years? 

The evaluation of today's assumptions can be accomplished 

(with certain heretofore described limitations) through the use of 

various measurement techniques and by employing sound judgment based 

on an objective observation of past events. Beyond that, assessing 

the need for change in work design due to anticipated future changes 

in relevant attitudes requires some knowledge of what changes are 

likely to take place. This, in turn, requires a conception of the 

mechanisms of change which may be operating in the environment, or, 

"a framework for speculation." This is what we set out to provide in 

this chapter. 
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Predicting the Future 

The accelerating rate of change, and the difficulty of obtain

ing a wide perspective over history, convinces many of us that what 

we are witnessing is chaos, or at least confusion. Thus, a delineation 

of the future with any degree of certainty whatever is deemed well-nigh 

impossible. And yet, predicting the future with at least some degree 

of success may not be as difficult as it first appears. As Kahn and 

Bruce-Briggs (1972) point out. 

It is impossible to delineate the future with absolute cer
tainty or in detail, but a range of likelihood can be 
established: in 1985 there will still be an Atlantic 
Ocean; in 1985 there will still be a French State; in 1985 
people will still drive automobiles; in 1985 the Communists 
will still rule Russia. None of the above statements is 
true in that it can be proved, but certainly all are more 
true (i.e., more probable) than statements like: in 1985 
America will be Communist; in 1985 France will be part of 
the Fourth Reich; in 1985 Americans will enjoy universal 
promiscuity. Some future events are improbable, others are 
almost certain, with a wide range in between. 

One of the more useful tools for exploring the "range in 

between" is the so-called "basic, long-term, multifold trend" 

developed by Kahn and Wiener (1967) and shown in table 24 below. 

According to Kahn and Wiener, the basic trends of Western society 

(traced back as far as the twelfth or eleventh centuries) can be seen 

as part of a common, complex trend of interacting elements, likely to 

continue for at least the next thirty years or so. 
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TABLE 24 

THERE IS A BASIC, LONG-TERM MULTIFOLD TREND TOWARD: 

1. Increasingly Sensate (empirical, this-worldly, secular, humanistic, 
pragmatic, utilitarian, contractual, epicurean, or hedonistic, 
and the like) cultures 

2. Bourgeois, bureaucratic, "meritocratic," democratic (and nation
alistic?) elites 

3. Accumulation of scientific and technological knowledge 

4. Institutionalization of change, especially research, development 
innovation, and diffusion 

5. Worldwide industrialization and modernization 

6. Increasing affluence and (recently) leisure 

7. Population growth 

8. Urbanization and (soon) the growth of megalopolises 

I 9. Decreasing importance of primary and (recently) secondary 
1 occupations 

jlO. Literacy and education 

11. Increasing capability for mass destruction 

12. Increasing tempo of change 

13. Increasing universality of the multifold trend 

SOURCE: From Kahn and Wiener (1967) 

Patterns of Economic Growth 

Among the concomitants of economic growth are: (1) new 

patterns of population growth, (2) urbanization, (3) industrialization, 

(4) new occupational patterns, (5) increased nonpersonal forms of 

economic organization (the "corporation"), (6) an accumulation of 

knowledge, and (7) a rise in the relative importance of economic achieve-

•"ent in the scale of social values. 
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Population 

The population of the thirteen states of the Union when the 

Constitution was ratified was less than four million; today, the 

United States population is over 200 million (Bell, 1973). By 

the year 2000, the U.S. population could grow to over 300 million.* 

Bureau of Labor Statistics (BLS) projections (see Johnston, 1973) 

indicate that the total U.S. population sixteen years and over will 

increase from 142.4 million to 183 million between 1970 and 1990. 

Of this total, the largest increase will occur in the twenty-five 

to fifty-four year age group, growing from 71.8 million in 1970 

to 103.3 million by 1990. Thus, whereas this age group represented 

about 50 percent of the total population sixteen and over in 1970, 

it will make up almost 57 percent by 1990. BLS projections for the 

total population sixteen years and over, between the years 1970, 

1980, 1985, and 1990 are shown in table 25. More details on population 

growth in the U.S. as it pertains to the labor force will be presented 

in the following section. 

*Even if women entering the childbearing years between 1965 
and 1970, 1970 and 1975, and so on, were to achieve a fertility 
of exact replacement, the population would still continue to grow 
until at least the year 2035 with an increase in size of 40 to 50 
percent! (DeGreen, 1973, pp. 104-05). 
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TABLE 25 

BLS PROJECTIONS: TOTAL U.S. POPULATION, 
16 YEARS AND OVER 

Both Sexes 
[ (in millions) 
1 
1 

1 Total, 16 yrs. and over 

55 years and over . . . . 
i 

Actual 

1970 

142.4 

32.3 

71.8 

38.3 

Projected 

1980 

167.3 

37.5 

84.7 

45.1 

1985 

175.7 

34.4 

94.0 

47.3 

1990 

183.0 

31.6 

103.3 

48.1 

SOURCE: Johnston, 1973 

Urbanization 

We have experienced a consistent trend toward city dwelling as 

opposed to country dwelling in the U.S. since about 1880. Today, it is 

estimated that almost three-quarters of all Americans live in urban 

areas. The growing malaise with urban living and the process of 

"suburbanization" is simply creating vast urban belts, such as those 

to be found between Boston and Washington, San Francisco to San Jose, 

and Los Angeles to San Diego. In the next twenty-five years, we may 

see the creation of "super-cities," or what Kahn and Bruce-Briggs 

(1972) term "megalopoli"—cities growing so large they begin to blend 

into each other (e.g., future megalopoli might be "Wash-Bait," 

"Clev-Ak," "Chi-Waukee," "Angeles-Diego," etc.). It is not unlikely 

that these super-cities will have upwards of 10 million inhabitants, 

some even more. This growth and concentration of population 



343 

intensifies the need to organize the common use of water, land, 

recreational resources, and transportation systems for large areas 

that cut across the boundaries of existing state and local governments. 

And yet, as Daniel Bell (1973) points out, the current situation at 

the local government level is chaotic: "There is no decentralization--

just disarray" (p. 321). The concomitants of urbanization and the 

implications for action on the part of business and government are 

truly enormous. Clearly, the next twenty-five years will require a 

massive and comprehensive study, overhaul, and modernization of our 

urban centers and their programs. Some of the many areas requiring 

attention and offering business opportunities to the astute entre

preneur are outlined in table 26. 

Industrialization and New 
Occupational Patterns 

The diminuation of agrarian life—which previously had marked 

civilization for thousands of years—has been the signal fact of the 

time (Bell, 1973). In the United States today, only about 4 percent 

of the labor force is engaged in agriculture (about three million 

people), even though there are more than fifty times as many people 

in the U.S. to feed now than there were some two hundred years ago, 

when nine out of ten people were engaged in agriculture. The U.S. 

agricultural effort today feeds over 200 million people in our own 

country and approximately 160 million more around the world. 

In place of the fanner came the industrial worker. His 

plight has been a major concern of society for the last hundred years 

or so. But now, the industrial worker appears to be going the way of 
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TABLE 26 

AREAS REQUIRING ATTENTION DUE TO URBANIZATION 

Population 

Transportation 

Buildings 

Economy 

Pollution 

Crime 

Government 

*Mass production housing 
- requirement for new, durable, inexpensive 

materials and Improved methods of construction 
- standardization of local building codes 

•Race 
- black majorities in the 14 largest cities 
- implications for government, education, 

employment, etc, 

•Design of city core 
- exclusion of auto 
- other forms of personal and mass transit 

•Mass transit 
- efficient and economical forms of 
- inter- and intra-city 

•Public transportation facilities 
- air terminals: location, transportation to 

and from 
- inter-city: helicopter ports 

•Spatial relationships 
- levels and function 
- relationship to traffic and transportation 

patterns 
•Design 

- multipurpose skyscrapers to include: office 
space, service shops, schools, hospitals, or 
clinics, living quarters, communication 
facilities 

- energy conservation construction methods 

- "architectural psychology" 

•Conversion to a "credit card" econor\y 

•More efficient and economical waste disposal and/or 
recycling 

•Air and water purification systems 
•Police force 

- more productive recruiting 
- better recruit training 
- better equipped 

•Correction facilities 
- inside the city/outside the city 
- programs, equipment, facilities 

•Federal, state and municipal 
- multistate government agencies n,-i„;,to 
- place of non-profit corporations, public & private 
- and individual privacy 
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the farmer. There is an inexorable shift occurring away from primary 

and secondary occupations (fishing, hunting, agriculture, mining; 

processing the products of primary occupations) and toward tertiary 

and quaternary occupations (rendering service to primary and secondary 

occupations; rendering service to tertiary occupations and to each 

other). Bell (1973) has stated: 

By the end of the century, the proportion of factory 
workers in the labor force may be as small as the proportion 
of farmers today; Indeed, the entire area of blue-collar 
work may have diminished so greatly that the term will 
lose Its sociological meaning as new categories, more 
appropriate to the divisions of the new labor force, are 
established (p. 125). 

The United States is already the first (and only) "service economy" 

in the world--the first nation in which the major portion of the 

population is engaged in services, rather than agrarian or 

industrial pursuits. By 1980, seven out of ten workers will be 

employed in the service sector of the economy. A rough outline of 

employment distribution expected in the U.S. by 1980 is presented in 

table 27. 

Manufacturing is expected to remain the largest area of 

employment within the goods-producing sector in 1980. However, as 

technological developments, such as numerical-control machine tools, 

automatic controls, and electronic computers continue to proliferate, 

the nature of manufacturing jobs will differ significantly from those 

tf the past, and the proportion of direct production workers is 

expected to decline steadily. 
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TABLE 27 

PROJECTED DISTRIBUTION OF EMPLOYMENT IN U.S. BY 1980 

r Sector 

Agricultural, forestry, and fisheries 

Mining 
i 

Construction 

• Manufacturing 

I Goods-producing total 
I 

Transportation and u t i l i t i es 

Trade (wholesale & re ta i l ) 

Finance, insurance, real estate 

Services (personal, professional, 
business) 

Government 

Service-producing total 

Percentage of Labor Force 

3. 

0. 

5. 

22. 

2 

6 

5 

4 

31.7 

5.0 

20.6 

4.7 

21.1 

68.3 

—I 

SOURCE: The U.S. Economy in 1980, BLS Bulletin 1673 (1970), 
in Bell, 1973. " 
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Within the service-producing sector, services, trade and 

government are the largest employers, accounting for 21.2, 20.6, and 

16.9 percent of the labor force, respectively. Of these three, 

services and state and local government are expected to experience 

the greatest growth. One of the Important consequences of this spread 

of the service-producing sector, and the services and government areas 

especially, is the growth of the professional and technical occupational 

groups. It is estimated that In 1975 there will be 13.2 million pro

fessional and technical persons, making it the second-largest of the 

eight occupational divisions in the country (after semi-skilled 

workers). By 1980, it is estimated that the overall white-collar 

area, which Includes the professional and technical group, will 

exceed the blue-collar area by a ratio of about 5:3 (Bell, 1973). 

Organized Labor 

The growth of the white-collar area and decline of the blue-

collar area has posed a serious challenge to organized labor. It is 

a discouraging fact for unions that their total membership, as a 

percentage of the labor force, has remained relatively static for 

the last twenty-seven years. Indeed, for the nonagricultural sector, 

where most members are found and where organizing efforts are greatest, 

the relative membership of unions has actually declined. It is 

crucial for the continued prestige and power of the unions to make 

better progress in coming years to organize the white-collar establish

ment. As Bell (1973) pointedout, white-collar membership is only 

about 15 percent of all union members, and the major white-collar 



348 

areas--1n trade, finance, and insurance--rema1n largely unorganized, 

as does the entire area of science and engineering. 

It may be, as suggested by Davis and Blomstrom (1971), that 

professional organizations, such as the National Education Association 

(NEA) and the American Association of University Professors, will 

begin to act more like unions, filling the void in the white-collar 

area. Should this be the case (and there are Indications of a more 

aggressive economic policy by NEA and others), business will be faced 

with organized groups of employees, both union and nonunion, and the 

need for a reevaluation of "labor-management relations." 

Nonpersonal Forms of 
Economic Organization 

One of the most important factors in industrial expansion has 

been the establishment of the corporate entity. Today, there are 

about a million and a half corporations in the United States, includ

ing some 200,000 in services and 195,000 in manufacturing. The 

manufacturing corporations alone control some $500 billion in assets. 

The size and power of the corporate sector is further illustrated by 

the fact that only 500 corporations in the manufacturing sector 

account for 83 percent of the $500 billion assets and employ 

75 percent of all people in manufacturing.* As Bell (1973) pointed 

out, "corporate power, clearly, is the predominant power in the 

society ..." (p. 270). 

•Data are from the Statistical Abstract of the United States 
(1971), as contained in Bell (1973). 
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The corporation's size and its impact on society add to its 

"public visibility" and require its ruling bodies to consider a 

far wider variety of "business objectives" than their predecessors, 

who gave primary emphasis to ownership interests and profit-seeking. 

These additional considerations typically fall under the umbrella of 

"social responsibilities." According to Davis and Blomstrom (1971), 

The idea of social responsibility implies that prior to 
making a decision a person will consider the widest 
possible effects of his decision on the public interest. 
Social responsibility, therefore, refers to a person's 
obligation to evaluate in the decision-making process 
the effects of both his personal and institutional decisions 
and actions on the whole social system (p. 85). 

There is some controversy regarding this concept, and this controversy 

can be expected to grow as the economy and its constituent parts, 

the corporations, continue to grow. The debate seems to center on a 

confrontation which, in our view, is largely illusionary, viz., the 

confrontation between corporate self-interest (traditionally profit 

seeking) and the interests of society (basically "quality of life"). 

Obviously, the only way such a confrontation is possible is if the 

corporation and society exist as separate and distinct entities. Just 

as obviously, they do not. They are reciprocally interdependent, as 

shown in figure 42. 
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Fig. 42. Relationship of the corporation to society 
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This means that the output of one forms at least a portion 

of the input of the other, and vice versa. In this way, they serve 

as "control" (In the system's sense) on each other. Thus, if 

decisions are made in one sector without considering the "whole social 

system," there is the likelihood that system functions will be sub-

optimized. The contemporary concern with the areas of "sociotechnlcal 

systems" (see pp. 377-378) and "technology assessment" deal with this 

very issue. The business community can expect the debate over "social 

responsibility" to grow more heated over the next decade. Resolution 

of the conflict in a manner which optimizes the overall sociotechnical 

system's functions will be one of business' most serious challenges. 

Multinational Corporations 

Another new dimension of corporate operations that will take 

on major importance in the next quarter century is the increased 

interdependence of the world economy and the rise of the world 

business corporation. Presently, there are some 300 colossal 

multinational corporations whose production of goods and services adds 

up to about $300 billion a year—more than the GNP of every country 

in the world except the United States. In fact, of the 100 largest 

economic units in the world, only half are nation-states; the 

others are the largest of the 300 multinational corporations! 

(Bell, 1973).• 

•Of the 300 multinational corporations, 187 are American, 
with General Motors being the largest with total annual sales of 
some $25 billion (Bell, 1973). 
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The multinational corporation has become an organizational 

mechanism for transferring manufacturing production, capital and 

managerial know-how to low wage countries, while retaining control 

and earnings. In this way, firms can continue to enjoy the advantage 

of an advanced product idea or technique, which would otherwise be 

copied by other countries, who could turn out a cheaper product 

with lower cost labor and/or newer machinery and undersell the 

original developer. 

Daniel Bell (1973) predicted that more and more "standardized" 

manufacturing will be transferred to the less developed nations of 

the world, while the more advanced nations--what Bell termed "post-

industrial societies"--will concentrate on "knowledge-creating and 

knowledge-processing Industries." Referring to an article in Forbes 

Magazine (November 15, 1971), Bell pointedout that already fifty major 

U.S. corporations, on the average, earn 40 percent of their total 

revenues overseas. 

Although product and process design, and other technological 

techniques can be transferred abroad more or less intact, it is clear 

that management's strategies of dealing with its people cannot be--

they must be reevaluated in light of those aspects of society and 

culture which form work behavior. This conclusion is fairly trivial 

and need not be elaborated here. However, one point should be 

stressed, viz., the basic behavioral paradigms presented in 

chapters III, IV, and V, and summarized as behavioral correlates in 

the taxonomy of chapter VII, are invariable—they do not change 

because one is dealing with an American or an Italian, a Mexican or 
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an Asian, a black or white. What do change are the reinforcing or 

punishing properties of a given stimulus situation, because, as 

stated in chapter III (p. 43 ), these properties "do not lie In the 

stimulus so much as in the individual." Thus, it is not the behavioral 

correlates which must be reevaluated by the multinational manager, but 

the assumptions relative to them and his work force. 

Accumulation of Knowledge 

One of the most inexorable trends seen today is the large-

scale increase in the stock of scientific and technical knowledge. 

It is this accumulation of empirical and tested knowledge which is 

responsible, in large part, for the enormous growth of population and 

economic production. When we talk of "economic development," what we 

are essentially referring to is an improvement in what Adam Smith 

called the "productive powers of labor." These productive powers are 

improved through the accumulation and application of scientific and 

technical know-how. Just as we saw population growth "turn the corner" 

around the year 1650 and assume the character of an exponential 

function, the growth of man's stock of knowledge has "turned the 

corner" and is expanding exponentially. However, unlike population, 

there is theoretically no limit to the increase in knowledge. So 

long as man's mind remains free to probe the depths of our universe 

and ponder the imponderables, it is difficult to conceive of a limit 

to the potential growth of knowledge. 
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Since we have tied economic growth to increasing knowledge, 

this would imply an unlimited economic growth potential. However, 

this apparent corollary must be qualified: it is not just the 

accumulation of knowledge that is responsible for economic growth; 

It is its application. This Implies a limit on economic growth 

related to the supply of human effort put forward to apply knowledge. 

Shifts In social values in the next half-century or so may play a 

pre-eminent role in further applications of human effort toward 

economic growth. 

Electronic Computers 

The crucial element in today's rapidly expanding stock of 

knowledge is, undoubtedly, the electronic computer. Murdick and 

Ross (1971) state: "Not since the invention of writing about 3000 

B.C. has there been an advance with the impact of the computer for 

both the processing and storing of information." It is estimated that 

holographic technology will expand even further the already incred

ible amounts of information that can be stored in a negligible space. 

Scientists and engineers generally concede that current computer 

(hardware) technology far exceeds man's present capabilities to 

effectively utilize it. That computers can store and process la»*ge 

amounts of information in yery short periods of time is generally 

well known. But the third and fourth generation computers on the 

scene, or about to be on the scene, have improved on this already 

phenomenal capability to a revolutionary degree. Current machines 

are anywhere from 900 to over 1,000 times faster than 1950 models. 
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This means that a job taking one hour to complete in 1950 can be 

completed in less than three or four seconds now. Whereas computer 

speed was expressed in milliseconds for early models, third genera

tion hardware has internal operating speeds measured in nanoseconds 

(bimonths of a second). 

While the speed and storage capacity of computers have 

increased dramatically, both computer size and cost have decreased. 

The earliest computer used vacuum tubes and was extremely large and 

heavy (the ENIAC^ weighed 30 tons). Current machines, using micro

electronic or Integrated circuits, can pack 10 million circuits into 

the same space that tube equipment packed only 6,000 components into. 

Future large-scale integration of circuits will make it possible to 

again increase the number of circuits many times over. Such size 

reductions make is possible to build, in ever-smaller packages, 

machines with a computing capacity far greater than early monsters. 

The cost of computing operations has also declined dramatically. In 

fact, it is estimated that it cost about $30,000 to perform a million 

calculations on machines of a quarter-century ago, whereas current 

machines can do the same number of calculations for about thirty cents! 

And this cost reduction is expected to continue. For example, in 

1964 it cost about twenty cents to provide internal storage capacity 

for one binary number. The comparable cost in 1970 is estimated to 

be from five to ten cents, while the 1975 figure is set at one-half 

cent. 

•The ENIAC was the first large-scale all electronic computer. 
It was built at the University of Pennsylvania in 1946. 
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If the trends in computer capacities continue for the next 

two or three decades, improvements over current capacities would be 

by factors of thousands to millions, and perhaps much more. Accord

ing to Kahn and Wiener, "by the year 2000 computers are likely to 

match, simulate, or surpass some of man's most 'human-like' intellec

tual abilities. ..." Thus, one of management's more attractive 

challenges will be to find legitimate uses for a substantially 

advanced computer technology. 

Economic Achievement 

Kahn and Bruce-Briggs (1972) project a gross world product 

(GWP) in excess of six trillion dollars by 1985, almost double today's 

GWP. This increase in GWP is expected to exceed the rate of increase 

in population, permitting a corresponding increase in per capita 

GWP and, consequently, a higher average world standard of living. 

In the United States, gross national product (GNP) is projected to 

reach two trillion dollars by 1985 and about $2.5 trillion by 1990.• 

By the year 2000, the U.S. should exceed a GNP of three trillion 

dollars.^* Based on an average annual rate of population growth of 

about 1.5 percent, Kahn and Wiener (1967) estimated that by 2000, per 

capita GNP in the U.S. should be almost five times what it is today— 

a truly "affluent society." Although we are likely to look at this 

•Figures are from the U.S. Economy in 1970, prepared by the 
Conference Board, Report No. 535 (1972). 

••Based on 1985 to 1990 rate of growth of real output of 
between 3.5 and 4.0 percent. 
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as a "good thing," "it ain't necessarily so." As Kenneth Boulding 

(1964) stated, "We do not make men automatically good and virtuous 

by making them rich and powerful; indeed, the truth frequently seems 

to be the opposite." Or as Robert L. Heilbroner (1972) puts it, 

"economic success does not guarantee social harmony." We need not 

look past our own backyard for proof of that statement. 

One of the side-effects of affluence is a reduction in the 

sheer necessity for employment. Thus, many menial but necessary 

jobs go unfilled, and those that are filled are sources of continued 

discontent for those who fill them. In some instances, this can lead 

to social breakdown. For example, consider the havoc wrecked by the 

New York garbage strike, or the longshoremen's strikes. What would 

happen if our much-maligned and poorly paid police went on strike? 

How would mother like a nice, long teacher's strike (especially if 

she happens to be a working mother)? John Maynard Keynes (1930) 

addressed himself to this problem in an essay printed more than forty 

years ago. In it he stated: 

. . . the economic problem, the struggle for subsistence, 
always has been hitherto the primary, most pressing prob
lem of the human race. If the economic problem is solved, 
mankind will be deprived of its traditional purpose. 

Keynes goes on to say, 

. . . thus, for the first time since his creation, man will 
be faced with his real, his permanent problem--how to use his 
freedom from pressing economic cares, how to occupy his 
leisure . . . to live wisely and agreeably and well 
(pp. 366-68). 

Now, it is likely that man will enjoy more leisure time in 

the next quarter century—we will have more to say about this later 
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in this chapter—but it is not clear that the "economic problem" 

will be solved, or that man will be free of "pressing economic 

cares"; not in the next twenty-five years and, in a technical sense, 

never. The concept of a "post-economic" society—one in which there 

is no scarcity and the only problem is how to use abundance--1mplies 

a social situation in which there are no costs for anything or that 

resources are endless. This is, as Daniel Bell (1973) put it, "an 

empirical absurdity." Certainly, one can envision a time when the 

problem of survival in the bare sense of the word--freedom from 

hunger and disease--will for all practical purposes be solved. But 

scarcity is not an absolute. It is, rather, a measure of perceived 

utility, relative preference, and relative cost. It is a variable 

related to Maslow's concept of a "need hierarchy" (see pp. 54 to 

59) and changing relative to acculturation, socialization, and 

individuation. Bell (1973) stated: 

. . . the postulate of scarcity as an analytical concept 
underlies all of contemporary social science. It states 
axiomatically that all values (esteem, power, wealth) are 
scarce relative to desire; that all resources are scarce 
relative to wants (p. 466). 

Thus, in a yery real sense, there are no "free goods." Consider 

Galbraith's (1958) vivid account of an experience in the "affluent 

society": 

The family which takes its mauve and cerise, air-conditioned, 
power-steered and power-braked automobile out for a tour 
passes through cities that are badly paved, made hideous 
by litter, blighted buildings, billboards, and posts for 
wires that should long since have been put underground. 
They pass on into a countryside that has been rendered 
invisible by commercial art. . . . They picnic on 
exquisitely packaged food from a portable icebox by a 
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polluted stream and go on to spend the night at a park which 
is a menace to public health and to morals. Just before 
dosing off on an air mattress, beneath a nylon tent, amid 
the stench of decaying refuse, they may reflect vaguely on 
the curious unevenness of their blessings. Is this, 
indeed, the American genius? 

As Bell (1973) pointedout, the pollution has resulted from polluters--

business, the government, the public--treating seemingly abundant 

air and water as free goods; they pay nothing to discharge their 

wastes into these places. But the cost is there and always has been. 

Until very recently, it has been paid by the public in the form of 

a degraded quality of life: noxious air, putrid water, and a ravaged 

landscape. With environmentalists pressing for reform, costs are 

being transferred back to their source and clean air and water are 

being recognized as "scarce." Their costs may later be transferred 

back to the public in the form of higher product/service prices. In 

the same vein, there was a time in American industry when employee 

safety was treated as a free good. The steady change in this atti

tude culminated in the Occupational Safety and Health Act of 1970. 

As Bell (1973) stated: 

Relative scarcity is the measure of cheapness and dearness. 
Abundance does not necessarily mean that goods are more 
plentiful in physical terms, but that they are cheaper, 
because they cost less to make, or the yield at fixed 
costs is higher (p. 466). 

Bell cited land in the U.S. as an example. Although always abundant, 

yields in the past were minuscule compared to today, where far 

greater output at a relatively lower cost constitutes real abundance. 

Bell went on to say: 

To achieve one good means offsetting different (though not 
always measureable) costs in the price of other goods or 



359 

values. There are no costless remedies. The reduction of 
unemployment may be at a cost in lowered productivity 
because of the employment of marginal resources or skills, 
or there may be a trade-o^f in the cost of inflation, or 
there may be a cost in the restriction of individual 
freedom. In a technical sense, the elimination of 
scarcity means a situation of zero cost, and this is 
impossible. In sum, the concept of the abolition of 
scarcity is an empirical absurdity (p. 467). 

Work Force Characteristics 

Labor Force Projections^ 

The United States' labor force is expected to expand by 

almost 16 million in the 1970s, reaching 101.8 million by 1980. 

Based on an average annual growth rate of 1.0 percent, the labor 

force is expected to grow to 112.6 million by 1990 (table 28). 

TABLE 28 

CHANGES IN THE TOTAL U.S. LABOR FORCE: 1970-1990 

Both Sexes (in Millions) 

Total 16 years and over 

16 to 24 years 

25 to 54 years 

55 years and over 

Actual 

1970 

85.9 

19.9 

51.5 

14.5 

Projected 

1980 

101.8 

23.8 

61.9 

16.1 

1985 

107.7 

22.2 

69.2 

16.3 

1990 

112.6 

20.3 

76.4 

15.9 

The proportion of women in the labor force is expected to 

increase slightly, going from 36.7 percent in 1970 to 38.8 percent in 

•Labor force figures are from Bureau of Labor Statistics pro
jections, taken from the article, "The U.S. Labor Force: Projections 
to 1990," by Denis Johnston, Monthly Labor Review, July 1973. 
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1990 (table 29).^ The median age of both men and women in the labor 

force is expected to decline in the 1970s from 38.2 for both sexes 

to about 35 years by 1980, and then increase again in the 1980s, 

reaching about 37 years in 1990 (table 29). 

TABLE 29 

PERCENT DISTRIBUTION OF U.S. LABOR FORCE BY SEX AND MEDIAN 
AGE BY SEX 

Men 

Median Age 

Women 

Median Age 

Actual 

1970 

63.3 

38.2 

36.7 

38.2 

Projected 

1980 

61.5 

35.2 

38.5 

35.1 

1985 

61.3 

35.8 

38.7 

35.9 

1990 

61.2 

36.9 

38.8 

37.1 

The reduction in the median age of the labor force in the next 

decade is due to a large increase in the 25- to 34-year age group and 

decreases in the 45 and over age groups. As shown in table 30, a 

yery significant change will take place in the age profile of the U.S. 

labor force between 1970 and 1980, and again between 1980 and 1990. 

First, between 1970 and 1980, there will be a 5.6 percent increase in 

the 25- to 34-year age group, and another .9 percent increase in the 

20- to 24-year age group. At the same time, there will be decreases 

•The largest increase in the number of women in the labor 
force, some 8.4 million, occurred from 1960 to 1970. Another 6.6 
million increase is projected for 1970 to 1980. This additional 
15 million women in the labor force is a significant feature of the 
future labor force. 
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in all age groups 35 years and older, amounting to some 5.8 percent 

overall. In round numbers, this amounts to a 14 million swing toward 

the younger age groups. Thus, in 1980, over 40 percent of the labor 

force will be between 20 and 34 years old. Second, by 1990, there 

will be a decline in the percent of the labor force 24 years and 

under, and the large numbers previously in the 25- to 34-year age 

group will move up into the 35- to 44-year age group. We might term 

this a swing to middle age, as now over half of the labor force is 

between 25 and 44 years of age. It seems plausible that by the year 

2000 the largest percentage of the labor force will be in the 35-

to 44-year age group; and, overall, the labor force will be "older."* 

TABLE 30 

PERCENT DISTRIBUTION OF THE U.S. LABOR FORCE BY AGE 

Both Sexes (In Millions) 

Total 16 years and over 

16 to 19 years 

20 to 24 years 

25 to 34 years 

35 to 44 years 

45 to 54 years 

55 years and over 

Actual 

1970 

100.0 

8.9 

14.3 

20.6 

19.5 

19.8 

16.9 

1980 

100.0 

8.2 

15.2 

26.2 

18.4 

16.2 

15.8 

Projected 

1985 

100.0 

6.7 

13.9 

27.6 

21.5 

15.1 

15.2 

1 
1990 \ 

1 

100.0 

6.3 

11.8 

27.1 

24.5 

16.2 

14.1 

the 
•Assuming no major influx of younger women (34 and under) into 

labor force as a result of declining child bearing. 
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Education 

According to Bell (1973), the most striking feature of the 

new labor force is the level of formal education. He estimated that 

the proportion of adult workers (25 years and over) who have completed 

at least four years of high school will climb from 60 percent in 1970 

to 70 percent in 1980, and only one in sixteen adult workers will have 

less than eight years of schooling. Further, about 16 percent of adult 

workers will have completed at least four years of college. This will 

amount to about 13 million people; another 9.2 million will have some 

college training. 

Since the 1920s, the United States has had an explicit policy 

of providing a secondary school education for eyery child in the 

country. After the Second World War, it became the policy of the U.S. 

to make a college education attainable by every capable youth, as well. 

As a result, the percentage of college enrollments to the population 

has increased from 22 percent in 1946 to 34 percent in 1956, to slightly 

over 50 percent in 1969. The number of persons staying for advanced 

degrees is also increasing, more than proportionately. The U.S. Office 

of Education^ projects that by 1977 enrollment in higher education will 

be 10.6 million, reflecting a growth rate of 112 percent from 1964-1977. 

From all this. Bell (1973) concluded: 

By the year 2000, the United States will have become, in 
gross terms, a mass knowledge society . . . enrollment in 
higher education will be roughly ten times greater than 
... 1940 . . . by the end of the century, there will be 
about a million persons in the society holding a Ph.D. 
degree (p. 242). 

^Projections of Educational Statistics to 1977, HEW, 1969. 
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More specific estimates of trends in educational attainment 

of the labor force are provided by the latest projections of the 

Bureau of Labor Statistics (BLS), as summarized by Johnston (1973). 

According to these projections, the number of adult workers with 

different amounts of education will change as shown in table 31. 

TABLE 31 

CHANGES IN EDUCATIONAL ATTAINMENT OF ADULT CIVILIAN LABOR FORCE 
FROM ACTUAL AVERAGE 1970-1972 TO 1990 

Numbers in Millions 

> 4 yrs. college 

% of labor force 

1-3 yrs. college 

% of labor force 

4 yrs. high school 

% of labor force 

1-3 yrs. high school 

% of labor force 

< 8 yrs. el em. school 

% of labor force 

Actual 

1970-72 

9.6 

14.6 

7.9 

12.0 

24.6 

37.5 

11.1 

16.9 

12.5 

19.0 

• 

Projected 

1980 

14.3 

10.8 

31.4 

11.7 

9.1 

1990 

21.8 

23.8 

15.0 

16.8 

37.7 

41.2 

11.4 

12.5 

5.6 

6.1 

SOURCE: Based on BLS figures in Johnston, 1973. 

By 1980, it is estimated that about 38 percent of the college 

graduates in the work force will be between the ages of 25 and 34. 

Women workers in this age group are also expected to experience an 

increase in the number of college graduates of about 6.8 percent per 
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year, so that by 1980 there will be nearly 2.1 million women with 

four years or more of college in the labor force. There will be a grow

ing concentration of the less educated workers in the older age groups 

and a steady decline in their numbers overall. Thus, by 1990, it is 

estimated that four out of five workers will have completed at least 

four years of high school, and 90 percent of workers 25 to 34 years 

of age will have attained or surpassed this educational level. College 

graduates are expected to make up about 20 percent of the labor force 

overall, with the bulk, some 30 percent, in the 25 to 34 year age 

group. Also, by 1990, the gap between educational levels of both 

sexes will be considerably smaller than it is today. 

Another BLS study (Deutermann, 1974) shows a gradual closing 

of the educational achievement gap between whites and blacks and other 

minority workers. Thus, between March 1964 and March 1973, the mean 

education of Negro workers 18 years and older advanced from 9.4 to 

10.8 years, while whites went from 11.2 to 12.0 years. This con

verging trend is expected to continue in the foreseeable future. 

By way of summary, then, current trends indicate that the labor 

force at all ages will tend increasingly to have achieved at least 

a high school education; younger workers will enjoy a growing advantage 

over their elders with respect to the completion of college studies; 

and the education gap between women and men, and between whites and 

minorities will continue to lessen. 
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Background and Values 

The bulk of the labor force in the next twenty-five years 

will have missed the great depression, the violence in the labor 

movement, will have been too young to be aware of the Second World 

War or much impressed by Korea. Rather, their memories will include: 

the beginnings of the civil rights movement, with its rallies, 

marches, and clashes, and the riots, burning and looting in major 

cities across the U.S., including the capital; the assassinations, in 

quick succession, of John F. Kennedy, Martin Luther King, and 

Robert F. Kennedy; the agony of Vietnam; the Pueblo incident; devalu

ation of the dollar; the emergence of an environmental crisis; 

Watergate, and a sudden disclosure of pervasive corruption in federal 

and state governments; the energy crisis and the growing disaffection 

with big business; rising crime; drug abuse and the "drug culture"; 

and much, much more. The shock of these multitudinous events has 

been exacerbated by an unprecedented mass communication phenomenon--

a virtual revolution in the speed in which news events all around the 

world are reported and the numbers of people reached. It is 

estimated, for example, that 93 percent of all American households 

have at least one television set^; and with the initiation of half-

hour newscasts during suppertime, more than two-thirds of American 

households may be reached by Cronkite (CBS), Chancellor (NBC), or 

Smith and Reasoner (ABC). Add to this radio, newspapers, and news 

magazines, and it is hard to see how yery many Americans can remain 

unaware of the various events cited. 

•Statistical Abstract of the U.S., 87th ed. (Washington, 1966) 
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A peoples' "values" are shaped by their environment. What can 

we expect the values of society in the U.S. to be like during the 

next twenty-five years? Before we attempt to answer this question, 

we need to define our terms. In an economic sense, the term "value" 

refers to the worth that a person attaches to an object or service. 

It is an appraisal of "utility"—the power to satisfy human wants--

in terms of a media of exchange (Thuesen et al., 1971). This is the 

evaluative property of the "value of things," which can be ascertained 

by appraisals. As a distinction, the "values held by people" are 

dispositions to behave in certain ways which can be ascertained by 

observation. The phrase refers to "states of affairs." Imputed 

values of a society are measures of tendencies of persons (and only 

persons) to promote certain ends because thev take the attainment of 

these ends to make a favorable difference on people's lives (Baier, 

1969). 

Nicholas Rescher (1969a) has provided a classification scheme 

of "socially general values" (i.e., values which are generally 

acknolwedged and widely diffused throughout society, not specific to 

some group, and espoused as societally beneficial, as well as being held 

personally). There are six major classifications in Rescher's scheme: 

(1) self-oriented values, (2) group-oriented values, (3) society-

oriented values, (4) nation-oriented values, (5) mankind-oriented 

values, and (6) environment-oriented values. Table 32 contains a 

summary of some of the values listed in Rescher's scheme under the 

appropriate headings. 
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TABLE 32 

A CLASSIFICATION OF AMERICAN VALUES 

Self-Oriented Values 
1. Material welfare 

a. health 
b. economic security 
c. personal security 

2. Self-respect 
3. Self-reliance 
4. Personal liberty 

a. freedom from 
interference 

b. privacy 
c. property rights 
Self-advancement 
(success, ambition, 
diligence) 
Self-fulfillment 
Skill and prowess 
a. intellectual 

(intelligence, edu
cation, versatility, 
etc.) 
physical (strength, 
dexterity, appear
ance, etc.) 
Will (industrious-
ness, endurance, 
bravery, courage, 
initiative, self-
control , persever
ance, etc.) 

d. Competence (pride 
of workmanship) 

e. Creativity 
f. Faith 

5. 

6. 
7, 

b. 

c. 

2. 

3. 

4. 

5. 
6. 

II. Group-Oriented Values 
1. Respectability (group 

acceptance, conformity, 
etc.) 
Rectitude (trustworthi
ness, fairness, etc.) 
Fortlirightness 
(openness, frankness, 
sincerity, etc.) 
Service (devotion to 
the well-being of others) 
Reason and objectivity 
Conscientiousness 
a. devotion to family, 

duty, etc. 
personal responsi
bility and 
accountability 
devotion to 
principle 

7. Friendship 
a. friendship proper 

loyalty 
kindness 
compassion 
tolerance 

8. Idealism 
9. Civic (involvement, good 

citizenship, etc.) 

b. 

c. 

b. 
c. 
d. 
e. 



368 

TABLE 32-Continued 

III. Soc 
1. 
2. 

3. 
4. 
5. 
6. 

7. 
8. 

V. Man 
1. 

2. 
3. 
4. 

5. 
6. 

iety-Oriented Values 
Social welfare 
Equality 
a. tolerance 
b. fairness 
c. civil rights 
Justice 
Liberty 
Order 
Opportunity (personal 
and free enterprise) 
Charity 
Pride (in culture. 
"way of life." etc.) 

ikind-Oriented Values 
The welfare of mankind 
a. peace 
b. material achievement 

and progress 
c. cultural and 

intellectual achieve
ment and progress 

Humanitarianism 
Internationalism 
Pride in the achieve
ments of man 
Reverence for life 
Human dignity 

IV. Nation-Oriented Values 
1. 

2. 

3. 

Patriotism 
a. national freedom and 

independence 
b. national prosperity 

and general achieve
ment 

c. national pride 
d. concern for the 

national welfare 
e. loyalty to country 
f. chauvinism (pride 

in power and pre
eminence) 

Democracy - the "Americar 
Way" 
Public service (to 
country) 

VI. Environment-Oriented Values 
1. 
2. 

3. 

4. 

5. 
6. 
7. 

Environmental beauty 
Protection of environ
ment 
Revitalization of 
environment 
Conservation of environ
ment and wildlife 
Parks and recreation 
Regulation 
Public service 

SOURCE: After Rescher, 1969, 
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In looking at society's values over the next twenty-five years 

we can expect a redistribution, or reordering of values, rather than 

value abandonment and replacement. Thus, for example, personal 

security may continue to be a value held by society in general, but 

in a scale of values, it may begin to "lose ground" to self-advancement. 

Patriotism will be retained, but on a lesser scale, because of such 

things as the Bay of Pigs, Vietnam, and the Pueblo incident. A 

resurgence of patriotism could occur as a result of an external 

economic threat (the Arab oil embargo) or security threat (renewed 

Russian belligerence). 

Rescher (1969b) has attempted a prediction of American values to 

the year 2000 using the Delphi method.• The results of this study 

must be viewed with two rather serious considerations (methodological 

weaknesses) in mind. First, the sample size (number of experts polled) 

is very small (fifty-eight). Second, the experts were drawn from a 

specialized group with built-in biases (i.e., primarily natural and 

social scientists). Rescher himself makes these cautions and states 

that the study should be considered a "pilot project," more "suggestive" 

•A method of forecasting pioneered by Dr. 01af Helmer and 
associates of RAND. It consists of a questionnaire survey of a 
carefully selected "panel of experts," each queried independently on 
the areas of interests. Respondents are asked to specify the degree 
of confidence they have in their predictions. The responses of others 
are fed back to the participant so that he has an opportunity to 
f'evise his predictions on the basis of his knowledge of the others' 
opinions. What emerges is a convergence of "expert" opinion, pre
sented in a quantified form (for details, see Olaf Helmer and 
T. J. Gordon, "Report on a Long-Range Forecasting Study," RAND, 
P-2982, 1964). 
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of anticipated value change, rather than in any way conclusive. With 

these considerations in mind, let us look at some of the results of 

the study. 

Self-oriented values. Personal "material" welfare was expected 

to climb in the scale of values, with a greater emphasis on one's own 

pleasure, physical well-being and comfort, economic security, and 

convenience of life style. Self-reliance, in terms of self-sufficiency, 

"rugged individualism," and the "pioneer spirit" were expected to 

decline as a widely held value, presumably because of the widespread 

abundance in American society. Other areas under this category where 

increases were expected were self-fulfillment, leisure, and 

intelligence. 

Other categories. There were fewer changes predicted in the other 

categories. These included increases in the value emphasis for social 

justice, equality and civil rights, peace, internationalism, natural 

beauty (environment) and aesthetic beauty (architecture), culture, 

and novelty. Declines were foreseen in devotion to family and patriotism. 

With regard to values generally, the respondents expected a 

"continuing commitment to American values, very much along present-

day lines, except for an increased emphasis upon social and a decreased 

emphasis upon religious values" (Rescher, 1969b, p. 135). In other 

words, the idea that we are losing our commitment to values in general, 

or that American values are "going to pot," being debased, etc., was 

rejected. 
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Minority Groups and Subcultures 

As we have pointed out elsewhere in this paper, there are likely 

to be differences in the way certain more or less distinct segments 

of our society view their environment and assess the properties of 

the various stimuli in it, relative to the society as a whole and to 

other subgroups. These differences are generally attributed to 

culture. The various minorities in the United States (e.g., Negro, 

Mexican-American, Puerto Rican, Cuban, American Indian, etc.) are the 

archetype for this phenomenon. 

In relation to the work environment and labor force characteris

tics, it is the Negro population which has received the most attention, 

primarily as a result of its heritage of subjugation, discrimination, 

and disadvantage in this country and the probable effects of these 

factors on job variables--such as employment, performance, and 

satisfaction. Recently, the Mexican-American population has begun 

to receive similar attention (see, for example, the President's 

Report on Manpower, March 1973). Generally, it is not difference, 

per se, which generates the interest in minorities but, rather, 

pervasive incidence of lower socio-economic achievement and, of course, 

ways of ameliorating the situation (e.g., the "war on poverty"). In 

this respect, then, it is important to understand, as Havighurst (1970) 

has pointed out, that ". . . no single ethnic group of any.size ... can be 

said to be disadvantaged educationally and economically as a group." 

Within each minority group, there are large and growing numbers of 

people who perform at average or higher levels of occupational status. 

It is the least educated and the least work-trained members of the 
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minorities who do least well in American society. These "socially 

disadvantaged" people make up some 15 to 20 percent of the population 

who are like each other in their poverty, lack of education and work 

skills, but unlike in subculture (Havighurst, 1970). 

The focus of the economic problem in dealing with the socially 

disadvantaged has been on speeding the successful integration of these 

peoples into the work force. Although there is the general presumption 

that the socially disadvantaged and various subcultures approach the 

work situation with different attitudes, beliefs, values, etc., there 

is strikingly little agreement on cause-effect relationships between 

these personality/cultural variables and work performance. It is well 

beyond the scope (or, indeed, intent) of this paper to review and 

evaluate the literature on this subject in any great detail, but a 

few recent examoles should illustrate the current situation. Goodale 

(1973) stated that "... hard-core [unemployed] differ markedly from 

regular employees in their expressed work values." In a questionnaire 

involving these work values, the hard-core subjects scored lower on 

"Activity Preference," "Pride in Work," "Upward Striving," and "Conven

tional liork Ethic," and higher on "Attitude Toward Earnings." Goodale 

concluded: "These data indicated that the disadvantaged labor prima

rily for money rather than for the intrinsic rewards of work." However, 

Goodale qualified this conclusion with: "Disadvantaged persons of 

relatively high educational level and economic maturity showed positive 

attitudes toward the conventional work ethic and the intrinsic rewards 

of work (Pride in Work and Job Involvement) . . ." (p. 7). Feldman 

(1973a) tested the hypothesis that blacks and/or the hard-core would 
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tend to prefer Herzberg's (pp. 63-65) "hygiene" job factors (salary, 

job security, working conditions, etc.) because of their correspondence 

to Maslow's (see p. 65) "need hierarchy," and the "disadvantaged" 

status of these subjects. His findings indicated that: 

Neither the black nor the hard-core subjects clearly 
preferred material or lower level outcomes; likewise, 
the white and working class subjects did not prefer 
higher order outcomes. It is obvious that a relatively 
simple approach like the motivator-hygiene dichotomy 
is inadequate to represent differences in work attitudes 
between race and social class subcultures (pp. 10-15). 

Feldman (1973b) also tested the hypothesis that blacks and/or the 

hard-core would perceive weaker instrumentality, in Vroom's sense 

(see pp. 31-83), between work behaviors and job outcomes (e.g., good 

pay, saving money, buying nice things, supporting self and family, 

being promoted, etc.). Again, his findings did not bear out the 

hypothesis. Finally, Searles et al. (1974) compared "chronically 

unemployed" subjects with "successfully employed hourly wage 

earners" on their rating of forty-seven work-related items and their 

responses to a "social access" questionnaire. The work-related items 

made up a scale—the "Work Requirements Rating Scale" (WRRS)—broken 

out under five categories: Personal Habits, Supervisor Relations, 

Employee Relations, Company Relations, and Work Habits. The subjects 

were asked to rate the importance of the items on the WRRS on a 

five-point Likert-type scale. The Social Access questionnaire measured 

components of sociocultural environment and personality. Results 

indicated that chronically unemployed subjects did not differ 

on any factor of the WRRS from successfully employed hourly wage 
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earners. They did differ on feeling more "externally controlled" 

and were less able to delay gratification. 

At this point, then, we are limited in what we can say 

definitively regarding value differentiations among minorities and 

subcultures. Certainly, there is evidence to suggest that certain 

common achievement stimuli are far less reinforcing for the socially 

disadvantaged. Staats and Staats (1963), for example, have argued 

from an operant perspective that the factors which constitute 

effective reward systems differ among cultures. McClelland (1962) has 

argued that differences in socialization practice between cultures 

produce differences in "need for achievement" which have consequences 

for economic success. Earlier in the paper (pp. 49-50), we touched 

on Havighurst's (1970) theory of an "evolutionary" system of rewards 

and punishments, beginning with the satisfaction or deprivation 

of physiological appetites and proceeding with advancing age to 

rewarding and punishing actions of the ego (see table 2, p. 50). 

Havighurst posits that "different subcultures carry their children 

along this evolutionary path at different rates and in different ways" 

(p. 279). This is one of six propositions by Havighurst regarding 

reward and punishment systems and ethnic subcultures and the dis

advantaged. These propositions are listed in table 33. 
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TABLE 33 

PROPOSITIONS REGARDING THE REWARD-PUNISHMENT SYSTEMS 
OF ETHNIC SUBCULTURES AND THE SOCIALLY DISADVANTAGED 

1. Different subcultures carry their children along the evolution
ary reward-punishment path at different rates and in different 
ways.• 

2. There are differences among ethnic subcultures among dis
advantaged groups in the reward systems they teach their 
children. 

3. In general, external rewards (material or intangible) have 
positive values for disadvantaged or failing children. 

4. An effective reward system in a complex changing society must 
be based on a strong ego. 

5. A strongly developed ego gives a sense of personal control and 
personal responsibility for improvement events in one's life.^^ 

6. People learn to operate at all of the several levels of reward 
by the time they reach adolescence, and the level at which 
they operate varies with the action area. 

• 

SOURCE: After Havighurst, 1970. 

See table 2 , page 50. 

••See Rotter, J. B., and Mulrey, R. C. "Internal Versus External 
Control of Reinforcement and Decision Time." Journal of Personality 
and Social Psychology 2 (1965):598-604. 
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Patterns for Working Time 

Introduction 

One of the more appealing projections of futurologists, 

economists, and editors of magazines, among others, is the rather sub

stantial decrease in working time which the next ten to twenty-five 

years will bring. Kahn and Wiener (1967), for example, estimate that 

by 1985 the average hours per U.S. worker per year will have dropped 

to about 1,770 and by "the year 2000" (the title of their book) will 

have dropped even further to about 1,600. 

Our current yearly working hours (around 2,016) are associated 

with the (more or less) standard five-day, forty-hour week. This 

working time pattern became the norm with the passage of the 1938 

Fair Labor Standards Act, which requires the payment of time-and-a-half 

for hours worked in excess of forty. Approximately one hundred years 

earlier, the average "workweek" in Germany was 82; in the U.S. and 

France, 78; and in England, 69 hours! (Encyclopedia of the Social 

Sciences, 1932). 

Today, man's patterns of working time are being reexamined 

in both the United States and Europe. In the U.S., the direction 

appears to be toward a "compressed workweek," illustrated by the 

four-day, forty-hour pattern most commonly suggested. In Europe, 

the move has been toward flexible workweeks, or "flexi-time," in 

which workers are free to set their own arrival and departure times 

day by day, within certain limits (Hedges, 1971). 
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Sociotechnlcal Systems and 
Patterns of Working Time 

The pattern of working time is a rather significant element 

of our "sociotechnical system." The term "sociotechnical system" was 

first employed in 1951 by Trist and Bamforth of the Tavistock Institute 

of Human Relations in London (Trist and Bamforth, 1951). They were 

dealing at the time with the effects of technological change in a 

British deep-seam coal mine. The situation is described by DeGr'^ene 

(1973) as follows: 

The traditional method of mining involved small, almost 
autonomous groups of miners; the two or three members of 
each group worked closely together. Control over the work 
was internal to the group, each miner performed a variety of 
tasks, jobs were more or less interchangeable among the 
workers, and there was considerable satisfaction in perceiving 
and completing the entire "task." Sociotechnically, the social-
psychological and task requirements were congruent (p. 45). 

This situation was altered through the introduction of mass-production 

technology, in the form of mechanical coal-cutters and conveyors. With 

this equipment, miners could now extract coal from a long wall rather 

than simply work the short face. The long-wall method required a 

different type of individual and group work organization, as described 

by DeGreene (1973): 

Shifts of 10 to 20 men were required and workers were 
restricted to narrowly defined and unvaried tasks. There 
was now a high degree of interrelationship among the tasks 
of the three shifts of a coal-extraction cycle. Problems 
at one stage tended to be carried forward to later stages 
and to hold up work at later stages. The complex and rigid 
system was extremely sensitive to both social and production 
disruptions. Low production, absenteeism, and intragroup 
rivalry became common (p. 46). 

DeGreene concluded that "the technological system sets requirements 

on its social system and the effectiveness of total production will 
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depend on how adequately the social system copes with these require

ments" (p. 47). As DeGreene later points out, the concept of a 

sociotechnical system provides a framework for evaluating problems 

which involve industry and society and deal with the interrelatedness 

of social and technological subsystems. 

Working time patterns involve such an interrelationship. As 

such, changes in these patterns will affect other elements of the 

system. This is illustrated in the much simplified diagram on the 

following page (f ig. 43). Here, i t can be seen that time may be 

related to both people and things (e.g., physical plant, equipment, 

finished inventory, raw materials, etc.) . A portion of this time is 

spent "on work" and a portion "off work." Some people who are "off 

work" relative to one set of "things" ( i . e . , one "job") may decide to 

supplement their earnings by taking another job in their spare time 

( i .e . , "moonlighting"). The work process results in the production 

of goods and services, wastes, and various forms of human adaptive 

behavior, including reaction to physical and psychological stress. 

The "off work" process results in activities related to home l i fe , 

the community, education and training, and so on. These activities 

entail the use of various resources and facilities--such as parks and 

recreation areas, schools, transportation and housing. The use of 

these resources and facilities generates the "market" for the goods 

and services output from the work process. Wastes and adaptive 

human behavior, as outputs of the work process, affect off-work 

activities and the use of the various resources and facilit ies. 

For example, water pollution from industrial wastes may prevent the 
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use of beach areas for recreation; people under intense psychological 

stress on work may perpetrate "antisocial" acts off work; and so on. 

Finally, all of these various activities, outputs, and their inter

dependencies have feedback channels through which changes are effected 

In people and "things," which then become enmeshed in the total system 

again, producing their own varied consequences. 

Thus, the problem of evaluating proposed changes to working 

patterns, or any other facet of this system, is a complex one—both 

because of the myriad elements and interdependencies in the system and 

because of its dynamic nature. Not only must we attempt to sift through 

this maze to determine the probable effects of any change in working 

patterns, we must also determine what other changes may be taking 

place in the system and how these changes may interact with a change 

in working patterns at the time such a change is implemented and in 

the future. 

Variations in Working Time Patterns 

As stated earlier, there are a number of alternatives to the 

standard five-day, forty-hour week being examined, the most common 

being the four-day, forty-hour week and "flexi-time." We will describe 

a number of these alternatives in this section. 

Four-day, Forty-hour Week 

There is nothing unexpected about this alternative. It 

involves four consecutive days of work at ten hours per day, followed 

by three days off. The pattern is shown in figure 44 for a two-shift 

operation. Notice that this alternative requires ten hours per worker 
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per day, two hours over the eight-hour norm established by the Fair 

Labor Standards Act. I t also leaves four hours of the day uncovered. 

Hours 

1-10 

11-20 

21-24 

S M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

1 

2 

F S S M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

1 

2 

F S 

Fig. 44. Pattern for 4-day, 40-hour week, 2 shifts 

Four-day, Thirty-two-hour Week 

The problem of the extra two hours can be resolved by remain

ing at an eight-hour day,.resulting in a thirty-two-hour week, as 

shown in figure 45. This alternative avoids the problem of working 

employees over eight hours, but leaves twice as many hours uncovered 

with a two-Shi f t operation. 

Hours 

1-8 

9-16 

17-24 

——~—_ 

S M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

1 

2 

F S S M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

1 

2 

F S 

Fig. 45. Pattern for 4-day, 32-hour week, 2 shifts 
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Three-dav, 36-hour and 
37 1/2-hour Week 

This alternative offers four days off for every three days on, at 

twelve hours per day. I t is shown in figure 46afor a two-shift operation. 

Hours 

1-12 

13-24 

S M T 

1 

2 

W 

1 

2 

T 

1 

2 

F S S M T 

1 

2 

W 

1 

2 

T 

1 

2 

F S 

Fig. 46a. Pattern for 3-day, 36-hour week, 2 shifts 

This alternative is often altered s l ight ly to allow a half-hour overlap 

between sh i f t s , thus producing a 37 1/2-hour week, as shown in figure 

46b. 

Hours 

1-12^ 

12^24 

S M T 

1 

2 

W 

1 

2 

T 

1 

2 

F S S M T 

1 

2 

W 

1 

2 

T 

1 

2 

F S 

Fig. 46b. Pattern for 3-day, 37 1/2-hour week, 2 shifts 

Discarding the Seven-Day Week 

All the alternatives so far discussed maintain the integri ty 

of the seven-day week. In other words, they incorporate a work-rest 

cycle of seven days (e .g . , four on, three o f f ; three on, four of f ; 
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seven on, seven off, etc. ) . In this way, a worker starts his work 

portion of the cycle on the same 6dy each week. There are, of course, 

an infinite number of work-rest cycles possible i f the seven-day week 

is discarded. Pearson (1973), for example, has proposed a work-rest 

cycle of four days on, four days off. This plan is described below. 

The Eight-day Week.—Pearson summarizes his plan as follows: 

1. Revise the workweek so that businesses and related activ

ities may remain operating ten hours per day, seven days per week 

2. Divide the work force so that on any given day, one-half 

of the people are working and one-half of the people are off 

3. Set the work-rest cycle to four days on, and four days off 

4. Stagger on and off periods evenly throughout the eight-day 

cycle so that each day one-eighth of working people return to work, 

while one-eighth begin a rest cycle (Pearson, 1973, pp. 20-21) 

This plan works out to thirty-five hours per week 

[[(448) X 365 X 10) r 52| . Even though this is less than the current 

forty-hour week, i t s t i l l requires two hours per day over the eight-

hour norm. The pattern of this plan is shown in figure 47a. 

Hours 

1-10 

11-20 

21-24 

S 

1 

2 

M 

1 

2 

T 

1 

2 

W 

1 

2 

T F S S M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

1 

2 

F S S M 

Fig. 47«. Pattern for the "8-day week" 
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This two-shift operation covers twenty hours per day; but in order 

for businesses to stay open "seven days per week," two additional 

shifts are required to cover the off days of shifts one and two. Thus 

the pattern becomes that of figure 471 ,̂in which shifts three and 

four are added. 

Hours 

1-10 

11-20 

21-24 

S 

1 

2 

M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

3 

4 

F 

3 

4 

S 

3 

4 

S 

3 

4 

M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

1 

2 

F 

3 

4 

S 

3 

4 

S 

3 

4 

M 

3 

4 

Fig. 47b. "8-day week," each day covered 

Finally, in order to "stagger" the on and off periods so that one-

eighth of the work force is always starting or finishing a rest cycle, 

the pattern is altered again, as shown in figure 47c. 

Hours 

1-10 

11-20 

21-24 

S 

1 

4 

M 

1 

2 

T 

1 

2 

W 

1 

2 

T 

3 

2 

F 

3 

4 

S 

3 

4 

S 

3 

4 

M 

1 

4 

T 

1 

2 

W 

1 

2 

T 

1 

2 

F 

3 

2 

S 

3 

4 

S 

3 

4 

M 

3 

4 

Fig. 47c. The staggered "8-day week" 



385 

Flexi-Time 

The essential provision of the flexible work schedule is that 

workers can, within a prescribed band of time in the morning and 

again in the afternoon, start and finish work at their own discretion 

as long as they work the stipulated number of hours required for a 

given period, usually a month (Hedges, 1971). Thus, the work day 

can vary in its length from day to day. It is common for firms using 

flexible schedules to designate the morning and evening bands of time 

as "quiet time." No staff meetings, telephone calls, or the like are 

scheduled during this time. Another common feature of firms offering 

a flexible-schedule option are the mechanical time controls (e.g., 

time clocks) employed to keep track of hours worked. 

Sunmary 

There are an infinite number of working time patterns possible 

when the traditional seven-day cycle is discarded. At this date, how

ever, only a yery few seem to have been seriously considered; and of 

those, fewer yet have been actually employed. Of these, the patterns 

incorporating the seven-day cycle predominate. There is, however, at 

least one non-seven-day cycle alternative which has been employed and 

given some press--the "eight-day" workweek (Pearson, 1973). The myriad 

of working time patterns multiplies many-fold when the hours per day 

option is added. Here, again, certain options are more commonly employed/ 

considered than others. The eight-hour day is still the norm, but 9, 

9 1/2, 10, and even 12 hours are not rare. The "flexi-time" option is 

a different concept which has, to date, been employed more commonly in 

Europe than the U.S. The most prevalent patterns are shown in figure 48. 
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NORM 

hours 

Fig. 48. Most prevalent working time patterns 

Trends of the Four-Day Week in the U.S. 

It was estimated that in late 1971 about six hundred firms 

in the U.S. were offering some form of four-day week for at least 

part of their work force and for at least some weeks of the year 

(Poor's Workweek Letter, September 1971). The number of workers 

affected was put at roughly 75,000. An American Management Association 

survey conducted in August and September of 1971 revealed that of 

811 AMA member companies surveyed, 5 percent were then operating under 

a four-day schedule, 18 percent were experimenting with or planning 

to implement a four-day schedule, and 1 percent had tried the four-day 
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schedule but, for various reasons, discontinued it. Riva Poor (1970) 

estimated that about sixty firms per month were changing over to some 

form of four-day week. At this rate, we can expect some 2,300 firms 

to be on a four-day schedule by March 1974. Generally, firms now on 

a four-day schedule are relatively small (less than 500 employees), 

non-union, manufacturing companies. Few are capital-intensive or 

compete in world markets. There are exceptions, however. The four-day 

movement is apparently spreading to hospitals, insurance companies, 

and municipal agencies. In fact, the aforementioned AMA survey states 

that the most rapid growth in the adoption of a four-day week "appears 

to have occurred in the service and retail industries" (p. 7). 

Reasons for the Switch to Four Days 

Companies reporting on their switch to a four-day schedule 

have given a wide range of reasons, including: improving employee 

morale, improving recruitment of new employees, cut down on start-ups 

(more efficient plant and equipment utilization), increase employee 

productivity, cut down on overtime, encourage employees to defer 

summer vacations, reduce absenteeism and turnover, lower labor cost, 

meet peak workloads, and so on. Recurring reasons for discontinuing 

four-day schedules included declining sales and poor client response. 

(The failure rate of four-day schedules has been estimated at 5 to 

15 percent [Hedges, 1973].) 

Advantages and Disadvantages 

For the most part, arguments pro and con regarding new 

schedules of working time, such as the four-day week, are based on 
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speculation rather than firm empirical evidence. Most firms employing 

schedules of four or three days have been on these schedules for too 

short a time for any conclusive findings to have been accumulated. 

In one of the few surveys conducted, Riva Poor (1970) collected data 

on some twenty-seven four-day firms, with the general results shown 

in table 34. I t can be seen from the table that advantages outweigh 

disadvantages according to the firms polled, with the principal 

advantages being better employee "morale" and/or relations, higher 

productivity, and improved recruiting. Lower absenteeism also 

appears to be an important advantage. Among disadvantages, scheduling 

difficulties are of principle concern. Two retail firms experienced 

lower sales and discontinued the four-day schedule. The evidence on 

fatigue and other stresses on the employees due to longer working hours 

is mixed, even among manufacturing firms. One firm mentioned the 

problem only in relation to "long, hot, summer days"; another stated 

unequivocally that workers experienced more fatigue due to the longer 

days; and one manufacturer stated that workers (in this case, all 

female) did not like the "extra pressure" of trying to get out the same 

amount of work in "less time" (thirty-six hours per week). 

The American Management Association (AMA, 1972) conducted a 

questionnaire survey in late 1971 of 600 companies known to be 

interested in or operating on rearranged workweek schedules. Another 

2,400 randomly selected companies were polled, of which 191 were either 

operating a four-day schedule, "planning or evaluating" a four-day 

schedule, or had discontinued a four-day schedule. Of both groups 

of respondents, some 150 had actual experience with a four-day workweek. 
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RESULTS OF RIVA POOR (1970) SURVEY OF 27 FIRMS 
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T 

ADVANTAGES: 

Increased equipment operating 
time & better resource 
uti l ization 

More opportunity for machine 
repai r 

Higher employee productivity 

Reduced overtime 

Lower absenteeism 

Reduced turnover 

Improved recruiting 

Better "morale" and/or 
employee relations 

Improved "throughput" 

Able to take advantage of 
peak weekend sales 
period 

DISADVANTAGES: 

Scheduling more complex 

Supervision more d i f f icu l t 

Adverse customer reaction 

Increased stress^ on employees 

Increased tardiness 

Decreased employee efficiency 

Lower sales 

Employee problems i f spouse 
working different hours 

Manufacture 

2 
1 

1 

5 

3 

1 

5 

4 

Retail Service 

1 

3 

3 

2 

2 

2 

1 

Fatigue, pressure of longer day 



390 

The l ists of advantages and disadvantages obtained from these sources 

agree with the Poor survey on the principal advantage—increased 

employee morale--and the principal disadvantage--more involved 

scheduling. Other frequently mentioned advantages were "benefit to 

employees" (which was not further defined), reduced absenteeism, 

better recruitment opportunity, increased production, and better 

equipment ut i l izat ion. On the disadvantage side, "problems with 

working mothers" ( inabil i ty to adapt home and family schedule with 

new, longer workday) was the second-most mentioned disadvantage. 

Fatigue, employee's dislike of overtime hours, resentment from other 

employees not on the four-day schedule, and inadequate supervision 

were other oft-mentioned problem areas. 

I t is interesting to note that by far the most mentioned 

advantages and disadvantages on both the Poor and AMA surveys are 

employee-oriented; one might say they deal with "human factors." 

AMA suggests i ts results relative to this phenomenon "could be 

interpreted as signaling a deepening sense of social consciousness on 

the part of the American business community" (p. 13). Not to argue 

with the AMA's reasoning, i t would seem a more realistic appraisal 

to simply assume that the "business community" managers and executives 

are concerned with those factors they consider most important to the 

success of their company. And as demonstrated here, as well as in 

countless cases elsewhere, a company's employee's are the most impor

tant determinant of its success. 
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Social Psychological Implications 
of Working Time Patterns 

There is no dirth of speculation concerning potential social 

psychological consequences of changing working time patterns. 

Unfortunately, much of what has been documented on the subject remains 

just speculation, due to a rarity of any substantial empirical data. 

Social psychological considerations are directly related to 

what has been referred to in the Poor and AMA surveys (in discussing 

the advantages of a four-day workweek) as "morale." "Morale" is, of 

course, an unscientific term referring to subjective judgments regard

ing the worker's job satisfaction (itself a generalization), his atti

tude toward the job and management, his "esprit de corps," enthusiasm, 

willingness to v/ork, and so on. It should be clear that as far as the 

work environment is concerned, we are not interested in the Impact 

of changing working time patterns on morale, per se. Rather, we are 

interested in the effect a change in working time pattern has on 

specific work behaviors such as: productivity, absenteeism, turnover, 

slow-downs, sabotage, quality of workmanship, errors, etc. In this 

same way (but on a much reduced scale), we are interested in the 

physical factor of fatigue and the effect of changed working time 

patterns on it, not because we wish to learn more about man's activity 

and rest cycles, but because we hypothesize that fatigue has an 

adverse effect on worker efficiency—a fact borne out by numerous 

studies. 

Morale and fatigue are "intervening variables" (i.e., they 

represent a characteristic of the organism which tends to mediate the 
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organism's response to a given environmental stimulus event). Because 

the definition of "fatigue" has been "operationalized" ( i . e . , set in 

terms of specific, measurable behaviors), i t is a useful concept. 

This is not the case with morale, and we are better off talking in 

terms of the specific work behaviors, which are our ultimate objective 

at any rate. Thus, our task would be to separate physical and social 

psychological effects due to a given change in work time pattern 

and investigate the lat ter . For example, one may ask, "How would a 

reduction in hours worked per day from eight to six affect absenteeism 

given that fatigue is not substantially affected, job content remains 

the same, and the amount of work required per time unit remains con

stant?" (There is no pressure to "do more in less time.") What 

contingency is le f t to investigate? For one, we may hypothesize that 

the worker perceives his job as aversive due to some aspect of its 

content (e .g . , safety/health hazard); the longer he is exposed to his 

job, the more aversive the situation becomes; the more aversive the 

situation becomes, the more he attempts to avoid the situation through 

unauthorized absences. A reduction in work hours per day is a reduc

tion in the amount of time the worker is exposed to the (to him) 

aversive situation which, in turn, reduces his escape/avoidance 

behavior ( i . e . , absenteeism). I t goes without saying that the 

experimental procedure and design required in testing such an 

hypothesis would be extraordinarily demanding, i f at all feasible. 

We should not be surprised to find this true of most hypotheses 

dealing with the social psychological consequences of changed working 

time patterns. I t may also be the case that social psychological 
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implications for work behavior are minor relative to physical and 

technological impacts. If this is true, we would do well to concen

trate our investigative efforts on the latter areas, at least until 

we have sufficient understanding of them to render investigation of 

social psychological factors both feasible and marginally profitable. 

Even without designing and carrying out an experiment to 

specifically test hypotheses dealing with the effects of changed work 

time patterns on social psychological aspects of human behavior, we 

can make some logically sound statements (we hope) on the subject. 

First, any changed stimulus condition in the organism's environment, 

including changes in work time patterns, will affect the organism 

according to the same relationships we have found to hold for other 

S-R conditions, or, alternately, any operant relationships found to 

hold true. Here, again, an example is in order. As we have learned 

in chapter III (p. 36), behavior which is followed by the withdrawal 

of an aversive stimulus (i.e., behavior followed by negative reinforce

ment) has a greater probability of occurring in the future under 

similar conditions. Assume a worker perceives his job surroundings 

as aversive. Assume further that the "boss's" policy is to let the 

workers go home when they have finished their particular daily task--

regardless of how many hours are actually worked--a form of "flexi

time." Under these conditions, the worker's behavior has a direct 

relationship to the presentation or withdrawal of an aversive stimulus. 

Thus, other things being equal, we should find the worker behaving 

in such a way that he shortens the length of time he is exposed to 
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the aversive stimulus (i.e., he is "productive").• The "other things 

being equal" caveat is necessary, since the worker is also likely to 

perceive the physical strain associated with too fast a work pace as 

aversive and will, thus, "optimize" his behavior accordingly (there 

may be other factors operating in the work environment as well that 

will mediate the worker's behavior relative to the "task completion-

off work" contingency). This first observation leads us to the next, 

or second, statement: a change in work time pattern will affect social 

psychological aspects of human behavior only if it is in itself a 

reinforcing (positively or negatively) stimulus event, or if it has 

"instrumental" value relative to some other reinforcing event. In 

other words, a reduction in days worked per week, or hours worked per 

day, or both, will not necessarily have any effect on worker productiv

ity, or any other work-related behavior. This may be the case even 

though workers express great "satisfaction" with such changes. The 

third statement on this subject concerns the reciprocity between the 

work environment and the social/cultural environment which must be 

considered when such things as the effect of changed work time patterns 

are to be investigated. An individual's behavior is shaped by his 

environment. There is no way in reality to segment this environment--

it is one, contiguous whole--whether it be at one point in time 

primarily work related, or socially related, the link remains. An 

•The author is familiar with a case in which just such a policy 
was instituted by the foreman of a relatively autonomous work group 
with the result that everyone was finishing their jobs early and going 
home. This lasted until other work groups in the plant got wind of it 
and subsequent complaints forced management to revoke the foreman's 
policy. 
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individual's behavior in the social environment—at home, with his 

family, in the community, with his friends--has antecedents in his 

work environment, and vice versa. When an individual is not working 

in a particular organization at a particular job, he is doing some

thing else, which wi l l eventually have its effects on his work 

behavior. When he is working at his job, events and conditions which 

affect him there wi l l eventually play a part in his off-work behavior. 

This circular and dynamic relationship is a fundamental circumstance 

of man's existence. We have attempted to i l lustrate the concept in 

figure 4Sl Its relationship to figure 42, page 349 is obvious. Not to 

be redundant, the point is: i f we are to predict man's work-related 

behavior relative to a changed work time pattern, we must investigate 

factors in both the work and social/cultural environments. 
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Moonlighting 

The subject of workers who hold more than one job—"moon

lighters"—has gained sufficient attention with the trend toward 

reduced working hours to warrant a separate comment here. This is not 

to say that moonlighting is anything new. It has been a recognized 

phenomenon since well before the popularity of a four-day workweek. 

In fact, much of the information we have on moonlighting was gathered 

in the early '60s, before the four-day workweek gained any substantial 

attention. 

According to Hedges (1971), the proportion of workers who 

moonlight has ranged between 4.5 and 5.3 percent over the last 

fifteen years. A reduction in hours worked per day, or days worked 

per week on the primary job could result in a greater opportunity 

for and, in turn, a higher incidence of moonlighting. However, the 

actual effect of reduced working hours on multiple job holding is 

still an unknown at this time (Hedges, 1973). 

The concern with moonlighting stems from the belief that 

moonlighters tend to be more of a problem to the organization. Thus, 

they are thought to be more accident prone, more error prone, less 

productive, incur a higher incidence of tardiness and absenteeism, 

and less conmitted to organizational goals. The moonlighter's lack 

of commitment is attributed to "divided loyalties," while the other 

dysfunctional phenomena are thought to be a function of increased 

fatigue/stress due to multiple job holding. Unions also appear to 

oppose moonlighting because they see the moonlighter as more 

difficult to recruit, more apt to work for less than union-approved 
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wage r a t e s , and d i f f i c u l t to mobil ize fo r union act ion (Mot t , 1965). 

At present , there appears to be no s ingle explanation for 

every instance of moonlighting. Unfor tunate ly , the data on the 

phenomenon are both l i m i t e d and dated. Table 35 presents some of the 

findings compiled from a questionnaire survey of 1,076 b l u e - c o l l a r 

workers in continuous-process industr ies located in the Middle 

Atlantic states (Mott , 1965 and Mann, 1965) . 

TABLE 35 

REUTIONSHIP OF CERTAIN FACTORS TO MOONLIGHTING 

Factor 

Work Shif ts 

Marriage Status 

Age 

1 

Family Status 
1 

Personal i t y • 

Voluntary 
Associations^^ 

— 

1 

Relationship to Moonlighting 

Highest for those on fixed night shift 

Lowest for those on rotating shifts 

Higher for married 

Highest for 31-35 1 

Prevalent between 25-44 

Higher for large families 

Higher for the relatively outgoing, dominant, 
independent, aggressive, positive, emotionally 
stable, and energetic individual 

Greater for multiple job holders 

•Based on Cattell 's 16PF Test (Cat te l l , 1962) 

••Mentership in civic and service organizations, fraternal 
organizations, PTA, etc. 
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Elements of the Work Environment 

Sometimes you go in there, it's like a jungle. Every
thing is banging and hissing all over the place. All the 
tools are compressed air, that's how they run, the wrenches 
and all that. Each one makes a noise, a different noise. 
After a while, you get used to it. But eyery so often, you 
know, it just hits you. 

You get on a new job. You find out there are lots of 
ways to do it. The easiest, the hardest, the dirtiest. 
It's exciting . . . for maybe five minutes. 

After a while, you got to do something. You try to 
work up the line a bit, get close to someone and throw your 
gloves. Sometimes you just yell at somebody. You got to 
get something going. 

Last summer it was squirt guns. Someone brought one in 
one day. Next day, everyone had one. At Christmas, people 
used to set fires in the scrap barrels just to see the fore
men run. You know, get something going. (Interview with 
an American auto worker, Ryan, 1974) 

The above comments come from a twenty-three-year-old American 

auto worker employed in the Buick Division of the Flint, Michigan, 

General Motors manufacturing center. GM directly employs about 

40 percent of the local labor force (Ryan, 1974). They are indicative 

of some of the problems American business must resolve in the near 

future, both for the sake of productivity and the quality of work 

life. Poor working conditions, unchallenging, dull and monotonous jobs, 

and severely restricted social opportunities are by no means the 

exclusive property of blue-collar, industrial jobs. A large propor

tion of office work is characterized by the same problems, and the 

growing proportion of white-collar workers in the American economy adds 

to the imperative for quick and effective solutions. 

Automation 

The United States has been called a "post-industrial" society 

(Bell, 1973) because it has become the first nation in the world in 
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which the major portion of the population is engaged in services rather 

than agrarian or industrial pursuits. Perhaps the prime mover in this 

transition into the post-industrial era is automation. Automation 

has been termed a "third phase" of the Industrial Revolution by some 

(Kassalow, 1962) and a second Industrial Revolution by others (Voris, 

1966). It has been a topic of considerable debate for at least the 

last decade, and the debate can be expected to continue, for the 

"Automation Revolution" is still in its infancy. 

Automation has been defined as ". . . the use of machines to 

run machines" (Drucker, 1955). This simple definition captures one of 

the essential features of automation--i.e., it involves the logical 

and seemingly inevitable step of replacing the human being as operator 

and controller in production processes, after "mechanization" replaced 

him as a means of motive power. But true automation involves another 

essential feature, and that is the analysis, organization, operation, 

and control of production processes as an integrated system, and not 

simply a series of new machines. As John Diebold (1962) has stated: 

Automation is more than a series of new machines and more 
basic than any particular hardware. It is a way of thinking 
as much as it is a way of doing. It is a new way of organiz
ing and analyzing production, a concern with the production 
processes as a system, and a consideration of each element 
as part of the system. It is something of a conceptual 
break-through, as revolutionary in its way as Henry Ford's 
concept of the assembly line (p. 26). 

As explained by Foster (1968), there are three distinct forms 

of automation: Command Automation, in which the "robot brain," having 

received a "mandate" from a human being in terms of overall targets, 

transforms these targets into "executive instructions" directed to the 

process without sensing or response from the process (used for automated 
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machine tools); Feedforward Automation, in which "the automatically 

sensed information from a process presented to the robot brain is 

sensed before action ... the robot brain deciding how to modify 

and control the process" (used in sorting systems for letters and 

parcels, and the chemical industry, among others); and Feedback 

Automation, in which the sensing Information is fed to the robot brain 

OVERALL TARGETS OVERALL TARGETS 

i 
ROBOT 
BRA 

LXECUTIVE 

rJSTRUCTIOMS 

N 

1 OVERALL TARGETS 

ROBOT 

INFORMATION 
FROM PROCESS 

INPUT 

i 
ROBOT 

EXECUTIVE 

INSTRUCTIONS 

INFORMA-
TlOn FROM 
PRC<:tSS 
OUTPUT 

MATiRIAL 

PRor.rfifi 

MATERIAL 

PR9»§§ 

MATERIAL 

PROCESS 

COMMAND FEEDFORWARD FEEDBACK 

Fig. 50. Three forms of automation (adapted from Foster, 
1968, pp. 22-23). 

after the process is in operation (used mainly in the continuous 

chemical process field). These three forms of automation are illus

trated in figure 50. 

The scope of automation is wide, indeed, and practical applica

tions are expanding rapidly. Foster (1968) has categorized the 

provinces of automation into "raw material automation," "shaping 

automation," "distributive and traffic automation," and "automation 
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and the humanities," presenting examples in each category. Raw 

material automation may Involve mining, oil fields, agriculture, and 

chemical processing. Shaping is represented by the steel Industry, 

machine tool control, assembly and Inspection. Automatic warehousing, 

postal service, road traffic control, communications, control of pipe

lines, ships, trains, and aircraft are Illustrative of distributive and 

traffic automation. Under humanities, education (e.g., the teaching 

machines), entertainment, travel, and medicine are represented. 

"Robots" are now being used in a wide variety of jobs, and it 

has been estimated that by the end of the century, 50,000 robots will 

be in use in industrial production--one for each 500 production workers 

(Factory, July 1971). Most of the robots in use today are Unimates 

(made by Unimation, Inc.) or Versatrans (made by AMF Thermotool, Inc.). 

They generally cost about $14,000 and up and can grasp, hold, push, 

pull, twist, raise, lower, and rotate parts for almost any operation. 

Some can handle loads up to 200 pounds and store up to 180 sequential 

commands in their memories. They work with an accuracy of within 

0.050 inches (Factory, July 1971).. Robots are being used to weld auto 

bodies, move parts into and out of heat treatment, coat parts, load 

bricks (their handling rate is double the highest rate achieved by 

groups of six workers, with less breakage and rejects), and so on. 

For example, robots In a GM plant spot weld along the auto body roof 

rail line, moving a 45-pound welding gun over a 3 1/2 foot deep X 

8 foot high X 22 foot long arc area and making up to nineteen welds. 

A weld takes about forty seconds. In a diecasting operation, a robot 

removes castings, tests them, transfers them, separates scrap, and 
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signals the machine to cycle again. Robots are considered highly main

tainable and economical to run. In the diecasting operation, the 

robots increased production from 251 parts/hour (with a human operator) 

to 330 parts/hour. Many units can do the work of as many as three 

men per day on three shifts. Based on a one-shift operation, costs can 

run less than $2.00 an hour and under $1.00 for a three-shift operation, 

including overhaul by the robot manufacturer, parts replacement, and 

maintenance (Factory, July 1971). 

As might be expected, the impact of automation on people and 

their jobs is tremendous. Much of the debate concerning automation has 

centered on "job displacement," the loss of jobs due to automation. 

It has been argued that in the "long run" automation increases rather 

than decreases the total number of jobs. The standard retort is that 

in the "long run" we shall all be dead. Whether or not in the total 

economy automation, or rather its application, creates more jobs than 

it eliminates begs the question. As Kenyon DeGreene (1970) pointed out, 

people, at a point in time, in a particular job, can be displaced by 

automation, and they may continue out of work for long periods of time; 

in some extreme cases, forever. In many respects this goes back to the 

issue of "social responsibility" discussed earlier (pp.349-50). When 

David Buick convinced local businessmen to build an automobile factory 

in Flint, Michigan, in 1905, it could hardly be anticipated that 

sixty-nine years later the existence of Flint as a viable socioeconomic 

unit would come to depend in large part on how many people in Flint 

General Motors would continue to employ. But with 40 percent of its 

people employed by GM, Flint is vitally concerned with any development 
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that might affect the employment picture, whether it be an "energy 

crisis," or wholesale automation. It has been suggested that workers 

have a "property right" in their jobs and this right should be recog

nized in collective bargaining (William Gomberg, 1961). This idea was 

actually put into practice on a wide scale in the West Coast longshore 

labor-management agreement of 1960. Here, employers agreed to pay into 

a jointly managed fund some $5.5 million a year for five and one-half 

years (after which there would be new negotiations) to be used to 

compensate workers for the "rights" they were abandoning in the form 

of old manning practices and work rules made obsolete by automation 

(Kassalow, 1962). The Supplemental Union Benefit (SUB) fund has been 

written into all auto industry contracts, since it was first estab

lished in an agreement between the UAW and Ford Motor Company in 1955. 

This is a fund to which the employer contributes for each hour worked 

by a union employee and from which employees can draw benefits during 

layoffs. With more than one year on the job, a laid-off worker can 

collect SUB and regular unemployment and be getting almost 95 percent 

of his former base pay. However, SUB lasts only one year. It would 

seem that, wherever possible, retraining and/or transfer to other jobs 

is the most viable solution to job displacement due to automation. In 

any case, it behooves business to take all practical measures to 

ensure its employees job security. No organization can expect to 

maintain the trust and support of its employees without doing so. 

Another center of controversy regarding automation is whether 

jobs remaining after automation are upgraded, in terms of skills and 

abilities, or downgraded; and the related issue of what automation 
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does to worker "morale." According to Drucker (1955): 

Mass production upgraded the unskilled laborer of yesterday 
into the semiskilled machine operator of today—and in the 
process multiplied both his productivity and his income. 
In just the same way, automation will upgrade the semi
skilled machine operator of today into a highly skilled 
and knowledgeable technician—multiplying his income 
again (pp. 222-23). 

On the other hand, after a study of fifteen highly automated 

factories. Bright (1960, In Kassalow, 1962) reported that skill require

ments declined after automation occurred. Bright argued that because 

a prime incentive of mechanization and automation was to reduce and 

simplify the labor cost factor in production, one should not expect 

any other result than a decline in skill requirements. Foster (1968) 

agrees and has stated that, 

. . . while automation creates a new and highly paid elite, 
the result for most workers is a downgrading of their 
responsibilities, much of which passes to the machine. 
Thus, whereas life with automation is easier and even 
better paid, it is for most more boring (p. 148). 

Commenting colorfully on the morale issue, Foster (1968) stated: 

It is a fact of observation that the morale in an organiza
tion goes down after it has been automated, and does not 
recover. 

The introduction of automation increases the ratio of 
machines to people in an organization, so that people must • 
now "go along and talk to the computer." This is hardly 
a matter to warm the heart, and the only pleasure is when 
the computer makes some howling mistake (as they often do). 
Apart from such lighter moments, machines are callous 
things without a sense of humor and, since man was not 
designed to live in a mechanized environment, the increas
ing contact with machines makes him die a little (pp. 147-48). 

On the positive side again, Mann and Hoffman (1960) concluded 

from a study of automation in an electric power plant that jobs after 

automation can be more interesting, there can be freer association 
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among colleagues, and elimination of some supervisory levels due to 

automation brings the top and bottom of the organization closer 

together (as reported by Katz and Kahn, 1966). Davis (1971) has 

stated that automated technology "absorbs routine activities into the 

machines" and that "humans in automated systems are interdependent 

components required to respond to stochastic, not deterministic, 

conditions. . . ." This requires skills in "monitoring and diagnostics," 

and skills in "the adjustment of processes" (pp. 69-70). Shepard 

(1973) sees automation as a "trend away from functional specialization" 

and a form of production technology that "will return to the worker 

the meaning in work that mechanization seems to preclude" (p. 63). 

Obviously, the evidence to date on the issue of whether automa

tion upgrades or downgrades jobs and, consequently, increases or 

decreases employee "morale" is inconclusive. What appears to be needed 

is a more systematic approach to the study of the problem. For 

example, the type of automation under consideration should be stipu

lated. Is it "Detroit" automation (involving automatic transfer 

devices of the machines of production), process control system automa

tion (such as used in the oil and chemical industries), numerical 

control (tape and other automatic control devices to direct the opera

tion of machines and machine systems), or electronic systems for the 

automatic handling of information? Also, the degree of automation is 

important. Many, if not most, instances of automated technology 

involve some mix of automation, mechanization, and human effort. 

Where the human being is used to make up for some mechanical inadequacy 

or incompleteness in the automated process (such as pasting labels on 
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a-wine bottle after it comes off an automatic bottling process), it is 

very probable that his job will be intrinsically unrewarding. This 

is, however, not a result of automation; it is a result of the lack 

of automation. Thus, it is important to consider specific rather than 

global variables in exploring the relationship between automation and 

human job factors. 

Computers 

We have already discussed the tremendous advances being made 

in computer technology (pp.353-55). Computers are, of course, a 

concomitant of automation. With the advancing complexity of organiza

tional operations and the declining costs (relatively speaking) of 

employing computer technology, computers can be expected to become a 

comnon element of the work environment. Their impact on such things as 

decision making, management-worker relations, organization structure, 

communications, response to clients and customers, and so on, must be 

evaluated. For example, is the use of a computerized management informa

tion system (MIS) necessarily a precursor to centralization of author

ity? Further, is a centralized data processing facility equivalent to 

a centralization of authority? Another, highly publicized issue is 

whether the computer will, for all practical purposes, "take over" the 

middle manager's job, or, instead, upgrade the job. Will middle 

managers disappear from the scene altogether, resulting in "flatter" 

organizations? How do employees in general react to the implementation 

of an MIS? Some employees tend to distrust computer output and will 

continue to maintain parallel manual systems after conversion to a 

computerized system. Others feel threatened by the computer and will 
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purposely withhold Information from (or even provide false Information 

to) the computer. 

Generally speaking, the answers to such questions as posed 

above begin with the phrase "it depends ..." The computer has no 

will of its own (at least not yet). It is a tool for management to use 

to enhance organizational functioning. It adds options. Thus, for 

example, if top management sees centralization as an appropriate 

organizational strategy, the computer will facilitate such a move. 

If top management sees decentralization as an appropriate strategy, 

the computer will facilitate such a move. If middle managers function 

entirely in the domain of programmable decision making, the computer 

will eventually replace their function. If the computer is foisted 

upon employees—implemented without informing them, preparing them, 

and involving them—they will resist it. 

Computers and their peripheral equipment are being used in ever

more diverse functions. Holiday Inns have a mini-computer system with 

programs to cover the four main management functions of day-to-day 

hotelkeeping: guest accounting, reservations, housekeeping scheduling, 

and room control. In its housekeeping subsystem, each maid carries a 

small "Maidaid" which communicates to the computer the room number and 

maid identification and signals the computer when the room is cleaned 

up (this is done through the room phone). If the room is vacated, the 

computer lists it as ready for occupancy so that room assignment schedules 

are kept up to the second (Business Week, September 15, 1973). Honey

well has a completley automated computerized security system for its 

mil lion-square-foot Commercial Divisions facility in Illinois, which 



408 
allows one guard to monitor the whole plant from a central control 

room (Factory. June 1971). The development of semiconductor integrated 

circuit technology has spurred the use of relatively low cost mini

computers which can be used in a "hierarchical" approach to completely 

computerizing a factory operation. In this approach, the mini-computers, 

programmed for simple, single tasks, direct the machines on the factory 

floor, while feeding information on the operation to successively higher 

levels of computers. These higher-level machines compile and analyze 

the data and provide factory managers the information they need on 

output, costs, and so on. In earlier uses of computerization, where 

one large computer was employed to direct and control the work of many 

different direct numerical control (DNC) machine tools, the failure of 

the computer could shut down the entire operation. This is no longer 

the case with the mini-computers. A mini-computer system is now being 

used successfully in Polaroid's new negative film plant to run the 

color negative production process for the SX-70 camera. This is a com

plex and extremely touchy process requiring rigid controls (Business 

Week, 8 December 1973). General Motors is using mini-computers to test 

and adjust carburetors for peak performance, and Philip Morris is using 

mini-computers in its warehousing operations (Business Week, 8 December 

1973). The use of mini-computers is expected to speed the transition 

to the kind of integrated systems approach to automation idealized by 

Diebold (op. cit., see p.399). 

Another aspect of computerization that has made computer use 

more practical is source data automation (SDA)—i.e., capturing data at 

the source in machine language. Normally, data conversion—required to 
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put data in digital form—requires six to eight different persons: 

someone who transcribes the original data, someone else who copies it, 

someone who key punches it, another who reviews the key punching, etc. 

With SDA, the person who originates the data in the first place is able 

to record it in a form that is ready for input to the computer. This 

results in faster availability of information, more accurate data, and 

lower manpower requirements. SDA has been employed in a variety of 

settings. Including a hospital serology lab to record test data, for 

bank clerks recording account data, for supermarket inventory clerks 

and cashiers, in production control and work scheduling for heavy 

Industry, and so on (Chu, 1971). SDA devices range from small, hand

held recorders to desk-top units, and are used by a variety of personnel. 

Thus, although generally designed for simplicity of operation, their 

use is an added element of complexity in the work environment. 

Safety and Health 

In the closing years of the 1960s, 14,500 people were killed 

and two million injured as the result of work-related accidents or 

diseases (the Travelers Insurance Companies, 1972). The human suffer

ing reflected in these dismal statistics is enough to cause concern. 

But there is another side to the coin--the enormous toll in terms of 

lost production, wage loss, medical expenses, and benefit payments, 

among other things, that is a concomitant of industrial accidents. 

Further, as a rule of thumb, hidden or uninsured costs (e.g., lost 

production, lost profit, property damage, etc.) may exceed insured 

costs (medical attention, rehabilitation, compensation) by a factor of 

four to one, so that most of the dollar cost of unsafe/unhealthful 
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conditions and/or acts never gets into the statistics. 

It is to be expected that one of the most dramatic changes 

that will occur. Indeed is occurring, in the work place will be the 

increased emphasis applied to safety and health, and the conditions and 

programs which promote them. This change can be directly attributed to 

one of the most sweeping pieces of legislation of its kind ever passed 

by the Congress of the United States—the Occupational Safety and 

Health Act of 1970 (OSHAct). The purpose of the OSHAct is "to assure 

so far as possible every working man and woman in the nation safe and 

healthful working conditions and to preserve our human resources ..." 

(Public Law 91-596, 91st Congress, S.2193, 29 December 1970).• This 

goal is to be pursued by: 

1. Encouraging employers and employees to reduce hazards in 

the workplace, and start or improve existing safety and health programs 

2. Establishing employer and employee responsibilities 

3. Authorizing OSHA to set mandatory job safety and health 

standards 

4. Providing an effective enforcement program 

5. Encouraging the states to assume the fullest responsibility 

for administering and enforcing their own occupational safety and health 

programs that are to be at least as effective as the federal program 

6. Providing for reporting procedures on job injuries, 

illnesses, and fatalities 

•The Act covers every employer in a business affecting commerce 
who has one or more employees. The Act does not affect workplaces 
covered under other federal laws, such as the Coal Mine Health and 
Safety Act and the Federal MetaT and Nonmetallic Safety Act. Federal, 
state, and local government employees are covered under separate 
provisions in the Act for public employment. 
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OSHA standards are published in the Federal Register. These 

standards are enforced through an inspection program which has become 

increasingly "tough" under the new Assistant Secretary for Occupational 

Safety and Health, John H. Stender, a former labor leader. OSHA 

inspectors have the authority to issue citations which may carry 

monetary penalties. In the case of a violation involving "imminent 

danger," the inspector may obtain a court order to close down operations. 

There are specified channels for appeal of a citation through the 

Occupational Safety and Health Review Commission. 

OSHAct 1970 will provide management a yery important impetus 

to improve safety and health aspects of the working environment--one 

which should simply reinforce an already existing determination to 

make such improvements based on both humanitarian and economic con

siderations. There remains the problem of engendering in employees a 

real concern for their own safety and health, which results in their 

compliance with the policies and programs designed by management to 

protect them. 

Physical Environment 

In addition to considerations of the safety and health aspects 

of the work environment and the traditional concerns for lighting, noise, 

vibration, etc., and human performance, there is a growing interest 

in the effects of the built environment, or more broadly, the designed 

environment, on social psychological aspects of man's behavior. There 

is an expanding awareness within the design professions that the designed 

environment profoundly influences psychological states and social 
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behavior. This is illustrated in the growing literature in the field, 

which has variously been termed "environmental psychology," "behavioral 

architecture," "architectural psychology," "man-environment relations," 

and "ecological psychology" (after the pioneering work of Roger 

Barker, 1968). As a result of this movement—which we shall call 

environmental psychology—we should begin to see applications in the 

workplace of the findings of research now being conducted or contem

plated. Craik (1973) has outlined thirteen topical areas within the 

environmental psychology field. They are: (1) environmental assessment, 

(2) environmental perception, (3) cognitive representation of the large-

scale environment (cities, urban areas, etc.), (4) personality and 

the environment, (5) environmental decision making, (6) public 

attitudes toward the environment, (7) the quality of the sensory environ

ment, (8) ecological psychology and the analysis of behavior settings, 

(9) human spatial behavior, (10) behavioral effects of density, 

(11) behavioral factors in residential environments, (12) behavioral 

factors in institutional environments, and (13) outdoor recreation and 

response to landscape. Within the first area, for example. Wools and 

Canter (1970) have shown how features of buildings can be assessed 

using semantic scales. The scales were generated from the reactions 

of subjects to drawings, and it is shown that the scales remain valid 

in "real situations." Wools and Canter concluded that. 

Through the development of appraisal tools such as semantic 
scales, buildings may be described in precise, user-oriented 
terms; moreover, architects should be capable of using 
such tools in field situations (p. 149). 

In another area—the quality of the sensory environment (7)—Fox and 
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Embrey (1972) Investigated the relationship between the playing of 

background music during the performance of repetitive work and per

formance efficiency. One of the interesting findings In this study was 

that although music can influence performance efficiency in a positive 

manner, playing continuous music was no better than providing con

tinuous noise as far as efficiency was concerned and both practices 

were more likely to be counter-productive. According to Fox and 

Embrey (1972), the music must be "lively" and periodic, with the 

scheduling of music periods "related to the length of the actile 

period for the job" (p. 205). Other studies have included the 

psycho-social influence of windows in office buildings (Wells, 1965), 

room density and user satisfaction (Sommer and Becker, 1971), the 

influence of the design of a nursing unit on the activities and 

subjective feelings of nursing personnel (Trites et al., 1970), and 

the effects of interior landscaping substituted for more typical 

barriers (e.g., walls) in office environments. As Brookes (1972) has 

stated. 

The layout, organization, and design of offices is an 
important element in USA business, due to the dramatic 
changes in job styles during the last decade. Today, 
nearly half of the USA working population spend their 
time in offices (p. 224). 

Office landscaping is the practice of laying out an office 

to reflect the pattern of work activities that is to take place therein, 

under the assumption that an office is principally an information pro

cessing center and architecture can directly affect that processing 

(Brookes, 1972). The distinctive thing about the landscaped office 

approach is that the typical office layout involving a large area 
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subdivided into private or semiprivate offices and perhaps a large, 

central clerical area with rows of desks and file cabinets is 

abandoned. In its place is one large, open, but landscaped area. The 

landscaping takes the form of low movable screens which provide the 

personal privacy deemed necessary by designers, and plants, bookshelves, 

and so on. Fixed walls, rows of cubicles, rows of desks, and a formal 

rectilinear plan are avoided. Instead, the geometry of the office 

layout is planned to reflect the pattern of work groups. There is, 

according to Brookes (1972) a "conscious intent ... to break down the 

status symbols of closed, private offices, to force all staff to mix 

more and to enhance purposeful and casual interpersonal communications" 

(p. 224). 

The idea for the landscaped office apparently surfaced first in 

Europe and Brookes indicates that one researcher (Zeitlin, 1969), 

reporting on observations of European installations, indicated that 

the following advantages were claimed for landscaped offices: 

- a 40 to 50 percent reduction in space requirements; 
- a 20 percent decrease in maintenance costs; 
- a 95 percent reduction in set-up and renovation times; 
- a 10 to 20 percent increase in staff productivity; 

- improved staff morale and lower absenteeism (p. 225). 

In an attempt to substantiate these claims, Brookes (1972) 

made a review of the research literature and conducted a study in the 

headquarters offices of a "major retail firm." Studies reviewed (all 

carried out in natural settings) were by Zeitlin (1969), Riland (1970), 

and Hundert and Greenfield (1970). Generally speaking, the results of 

these studies were inconclusive. Although there were improvements in 

efficiencies reported, it was not clear that these improvements 
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resulted from the landscaped office concept rather than the concurrent 

redesign of work flow and patterns. In some cases, employees reported 

greater satisfaction with color, attractiveness, and overall atmos

phere, and a feeling of communicating more effectively with their 

fellow workers. But there were also complaints of loss of privacy, 

distractions, and interruptions. As for his own study, Brookes 

reported that it 

. . . was unable to distinguish the positive effects of office 
landscape from those that might just as easily have been 
ascribed to a modern conventional office--good atmosphere, 
decent aesthetics; but the latter style would have the plus 
of noise control^ and privacy (p. 232). 

Thus, to date, there is no conclusive body of evidence to 

support the efficacy of the landscaped office concept, per se. In 

this, and as a comment on the whole field of environmental psychology, 

we would concur with the statement by Proshansky (1972), viz: 

If the environmental psychologist is to predict at all, 
then he must deal with relational hypotheses which specify 
meaningful properties of physical settings as related to 
characteristic activities and behavior patterns and the 
psychological and sociological processes underlying them 
(p. 455). 

•Nemecek and Grandjean (1973) carried out a study of noise 
in fifteen landscaped offices in Switzerland. They summarized their 
findings as follows: 

"35% of the questioned employees complained they were 
severely disturbed by noise. The most frequently named 
noise disturbance was conversation, with emphasis on its 
content rather than its decibel value. The concentration 
capacity was worse for 61% of the questioned employees in 
landscaped offices than it was in a conventional small 
office. Acoustic causes were the most frequently named 
causes for distraction in concentration capacity. 

Statistical calculations have shown that the more 
positive assessments of the noise situation are found in 
offices with higher occupancy, larger total floor space, 
larger individual floor space and lower height of room" 
(p. 22). 
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Employee Facilities 

The applied side of the physical environment issue can be 

expected to expand considerably in the next quarter century as 

employers add or install enhanced employee facilities in hopes of 

boosting morale and productivity and lowering absenteeism and turnover. 

For example, a moderately sized electronics firm in California has 

installed a well-equipped gymnasium in its new plant, complete with 

trampoline, and an elaborate set of stainless, fixed and mobile 

exercising gear. Just outside are a large swimming pool; basketball, 

volleyball, and badminton courts; and a putting green. These facili

ties are available to employees any time day or evening that they 

are not working. Another, larger California firm has built its multi-

building complex around a park-like recreation area available to all 

employees who may eat their lunch there or relax at mid-day break. 

More emphasis is being placed on plant cafeterias, snackbars, lounges, 

washrooms, and the like. A plant in Cincinnati features a cafeteria 

with a rotating serving counter that can handle seventy-five people 

a minute. The cafeteria opens onto a landscaped courtyard with 

benches for those who prefer to eat outside. The idea here is 

certainly not new, but the combination of increased emphasis on 

employee facilities and the OSHA safety and health requirements 

would certainly seem to indicate a far more pleasant working environ-

nent for American workers is in the offing. 

Hostile Environments 

A major exception to the immediately preceding statement 

regarding pleasant working conditions concerns those workers who must 
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take up employment in what may be termed "hostile environments"—i.e., 

environments which, in their natural state, are inimical to continued 

human existence. These environments may be categorized as: under

sea, on-sea or off-shore, arctic, desert, underground, space, and 

"miscellaneous." The need to send men into these environments is 

growing as the desperate search for natural resources to satisfy man's 

insatiable appetite intensifies. Contemporary examples include the 

trans-Alaska pipeline, oil drilling in the North Sea, and oil 

exploration in Saudi Arabia's Ar Rab al Khali (Empty Quarter). Coal 

mining continues to be a dangerous and dirty occupation, and the 

recent experience with the Arab oil embargo has spurred new interest 

in coal as a major energy source. Extracting valuable ores from the 

surface of the moon has received serious consideration, as has "ocean 

farming" and undersea mineral exploitation. Man has learned, or is 

learning, to adapt himself to hostile environments by supplementing 

and sometimes supplanting his normal physiology with artificial 

systems--e.g., the space suit. A great deal of research and develop

ment has been, and is continuing to be, undertaken regarding man's 

physiological adaptation to hostile environments. Similar attention 

must be directed to the possible social psychological consequences of 

work under such conditions. 

Summary 

This chapter has dealt with a formulation of the work environ

ment covering the next twenty-five years. The intent has been to 

present a framework for speculation concerning trends in four broad 
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areas: (1) patterns of economic growth, (2) work force characteristics, 

(3) patterns of working time, and (4) elements of the work environment. 

One of the key trends discussed has been the burgeoning 

accumulation of scientific and technical knowledge spurred on by the 

Increasing sophistication and use of computer technology. In its early 

phases, this trend was a concomitant of population growth, through its 

contribution to medical technology. It is questionable now whether 

this same relationship holds because of the wide acceptance of birth 

control. Nevertheless, the U.S. population will continue to grow and 

could exceed 300 million by the year 2000. That portion of the popula

tion making up the labor force is likely to number about 114 million 

by 2000; 60 percent men and 40 percent women. 

It is to be expected that the population will continue to 

concentrate in urban areas, exacerbating current urban problems and 

causing the formation of vast urban belts, or even giant megalopoli. 

The formation of regional governments may help ease common use of 

resources problems. There will be increased resource shortages, waste 

disposal, and pollution problems. This will lead to enforced conserva

tion and environmental protection measures,which could affect business 

operations. 

The current trends toward nonpersonal forms of economic 

organization (corporations), separation of owner-manager functions, and 

the proliferation of multinational corporations can be expected to 

continue. The average size of corporations should continue to grow, 

increasing their public visibility and the pressure for them to meet 

"social responsibilities." There is likely to be an increase in the 



419 
interdependence among national economies, leading to a readjustment 

of societal value systems—e.g., nationalism, patriotism, inter

nationalism, and peace. 

The accumulation of scientific and technical knowledge is likely 

to increase the awareness of complexity. This will lead to an 

increasing emphasis on research and development, which will, in turn, 

produce a large demand for professional and technical personnel. 

This, and the increasing scope of automation, will continue to push 

the U.S. deeper into its "post-industrial" phase. Unions will increase 

the tempo of their efforts to organize the white-collar worker. 

Increasing automation and the growing work force seem likely to 

result in more leisure time and changing patterns of working time. 

The seven-day week may lose its significance. Value systems concern

ing self-reliance, self-fulfillment, and material well-being are 

likely to undergo readjustment. 

The work environment itself—physical plant and facilities--

is likely to become a far more pleasant place to work, as employers 

strive to meet federal and state regulations regarding safety and 

health,and pollution, and attempt to improve employee morale, reduce 

absenteeism and turnover, and increase productivity. There is likely 

to be an expansion of resource exploration and recovery operations into 

hostile environments, which will require special studies of man's 

capability to adapt psychologically and socially, as well as physiologically. 



CHAPTER IX 

PROPOSITIONS CONCERNING SOCIAL PSYCHOLOGICAL 

FACTORS IN WORK DESIGN 

This Is the point In most dissertations where one normally 

presents a chapter entitled "summary and conclusions." We are present

ing a summary and a set of conclusions here, but the title reflects 

the deeper purpose of the chapter. We propose our conclusions as 

a tentative set of "principles" concerning social psychological factors 

in work design. This is the final objective we set for ourselves in 

this effort. We would only reiterate our earlier distinction between 

a "principle" and a "law"--i.e., a law is a cause-effect relationship 

which, so far as the total of existing experience goes, has proved to 

be valid in all cases. A principle is a general proposition sufficiently 

applicable to the series of phenomena under consideration to provide a 

guide to action. The concepts and methods of analysis presented in 

this dissertation, and the resulting propositions which will be pre

sented here are not intended as universal prescriptions for work 

design. Nor do we claim our list of propositions to be exhaustive. 

We have set out to provide a "framework" for the incorporation of 

social psychological factors in work design. The yery word connotes 

something to be added to, fleshed-out, refined. Indeed, the mettle of 

the approach may lie in its heuristic value for gaining insight into 

current problems while supporting further research and theory. 

420 
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This chapter is composed of five sections: (1) general con

clusions and propositions, dealing with Issues of a broad, general 

nature covering the range of topics discussed in the dissertation; 

(2) propositions dealing with the content of the work itself—the 

area with which job enrichment has been most closely associated; 

(3) propositions dealing with the organizational climate in which the 

work is performed, or the context of the work—the area with which job 

Involvement/participative decision making has been most closely 

associated; (4) propositions dealing with the system of monetary 

rewards for work performance—the area considered under the discussion 

of the Scanlon and Lincoln Electric incentive plans; and (5) some 

concluding comments. The following simple numbering convention will 

be employed for the propositions. The general propositions contained 

in the first section will be numbered consecutively with Roman numerals 

I, II, III, etc. The propositions contained in the second, third, and 

fourth sections will then be numbered consecutively, continuing through 

each section, with Arabic numberals 1, 2, 3, etc. 

General Conclusions and Propositions 

Systems Approach 

The business organization may be conceptualized as a sociotech

nical system (pp.377-78). It is complex and, as such, exhibits 

numerous interdependencies among its component parts (subsystems). 

These interdependencies must be considered if systems performance is to 

be optimized. Thus, the single appropriate investigative and design 

approach to organizations is the systems approach (pp.253-56). 
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I. Design of the work system should follow the general systems 
approach. 

II. The guiding objective of the work design effort should be a 
synergistic outcome—i.e., a system which functions optimally as 
a whole, through the integrative operations of its constituent 
parts (subsystems), and is thus more than a sum of its parts. 

III. Work design must be a dynamic process. Provisions must be made 
to provide both feedback from process output, and "feedforward" 
from potential process input, so that designs can be adapted to 
changing conditions. 

Human Factors 

Research into the determinants of human behavior has provided 

a vast array of data, including innumerable laws and principles relating 

human responses and environmental stimuli. Many of these laws and 

principles have direct relevance for work system design. 

IV. Work system design should incorporate the laws and principles 
developed in the study of human behavior. This "human factors" 
information should be applied in a systematic way, according to 
the rigorous rules of science. 

Human factors. Including social psychological factors, are an 

essential consideration in the design of work systems where the human 

being is a system component. System performance can only be optimized 

when human factors are incorporated in the initial stages of system 

design. 

V. Human factors, including social psychological factors, should be 
considered beginning in the process design phase of the traditional 
product engineering approach (p. 257). Consideration of human 
factors should then follow through the remainder of the product 
engineering process in an iterative fashion (the product engineer
ing approach may, of course, be adapted to "services," as well as 
"goods," and this proposition covers both). 

Strategies of Work Design 

Broad strategies of work design, such as job enrichment, 

participative management, and certain incentive plans (Scanlon and 
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Lincoln Electric), contain in their essential components implicit 

assumptions concerning the employee's personality characteristics and 

cognitive processes. These assumptions must be explicated and 

evaluated before the suitability of any such strategy can be objectively 

ascertained under any given circumstances. 

YI. The assumptions implicit in proposed work design strategies 
may be explicated by comparing the essential components of 
the strategies with their "behavioral correlates." A behavioral 
correlate is defined as the theoretical basis in human behavior 
underlying the proposal to structure the environment in the 
specified manner (e.g., the principle of reinforcement is a 
behavioral correlate of wage incentive schemes). 

VII. A convenient method of explicating the assumptions underlying a 
given work design strategy is the development of a "behavioral 
taxonon\y" for the strategy. This entails listing the essential 
components of the strategy, comparing them with their behavioral 
correlates, and deriving the underlying assumptions from the 
comparison (pp. 263-64). 

Development of a behavioral taxonomy for each of the three 

broad behavioral science strategies--enrichment (pp.277-79), 

Involvement (pp. 297-30D, and incentive (pp. 323-28)—reveals that no one 

strategy, in itself, is an adequate treatment of all the factors that 

should be considered in work design. 

VIII. The unique factors in each of the three broad strategies of work 
design--enrichment, involvement, and incentive—as well as other 
social psychological factors, should be considered in an inte
grative fashion in any comprehensive treatment of work design. 

Propositions Dealing With Work Content 

Variety and Novelty 

The probability that on employee will arrive at his workplace 

punctually, and do so on a regular basis, will be increased to the 

extent the work task is perceived by the employee as interesting, and 

not monotonous. 
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1. The perception of a work task as to some degree interesting or 
monotonous will be a function of individual characteristics and 
the task properties of variety and novelty. These properties 
should be incorporated in the work task to a degree suitable to 
the task incumbent/operator. Since objective cognitive measures 
are difficult to derive in this Instance, a gradual Introduction 
of stimulus diversity (variety) and new stimuli (novelty) should 
be undertaken, meanwhile measuring the relevant performance 
variables--i.e., tardiness and absenteeism. 

Physical Characteristics of Stimuli 

The probability that an employee will arrive at his workplace 

punctually, and do so on a regular basis, will be increased to the 

extent the characteristics of task stimuli are perceived by the 

employee as physically agreeable, rather than disagreeable. 

2. Every effort should be made to remove potentially disagreeable 
task stimuli from the work task, or from direct contact with the 
task operator. 

Closure, Complexity, 
and Discretion 

The probability that an employee will work effectively will be 

increased to the extent the employee perceives an opportunity for 

meaningful achievement in the task structure and to the extent the 

employee is "motivated by a need to achieve." 

3. The opportunity for achievement is related in part to a task's 
property of having a definite beginning and end (closure). Short 
time-cycle, repetitive tasks are likely to be perceived as one 
continuous job with no discernible beginning or ending, except 
as provided by the time clock. Such tasks should be restructured, 
either by combining operations or by a logical rotation^ of the 
operator through the various phases of a complete, natural unit of work, 

•Logical job rotation is a fundamentally different strategy than 
traditional job rotation, where the employee is simply switched from one 
simplistic job assignment to another, presumably in the hope of reducing 
monotony and boredom. There is no apparent logic in the Pattern of job 
assignments. On the other hand, logical job rotation woud rotate the 
employee through the various phases of a complete, natural unit of work. 
The scope of the tasks included would depend on the employee's mastery 
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4. The opportunity for achievement is related in part to the number of 
different stimuli encountered in the task, their interdependencies, 
and the variety and pattern of responses required of the operator 
(task complexity). These properties should be Incorporated in the 
work task to a degree suitable to the task incumbent/operator. 
Since individual characteristics will mediate the employee's 
response to this task property, a gradual introduction of complexity 
should be undertaken, meanwhile measuring the relevant performance 
variables—i.e., output per manhour, deviation from tolerances, 
error rate, rejects, etc. 

5. The opportunity for achievement is related in part to the degree 
to which the temporal pattern and pace of task activities, and the 
tools to be employed in the activities, are determined by the 
worker, rather than the machine/process (degree of discretion 
allowed). This property of the work task is related to task 
complexity and should be treated in conjunction with it, and 
according to the same general approach. 

6. Characteristics of the individual to be employed on the task in 
question should be considered in conjunction with task properties 
of variety, novelty, complexity, and discretion. General 
intelligence, task-related skills and abilities, and need-achievement 
motivation should be among the characteristics evaluated. Task 
individuation is the preferred approach where practical from an 
objective cost-benefit standpoint. 

Subdivision of Labor 

Given that the employee perceives an instrumental relationship 

between the attainment of reinforcing consequences, the production of 

acceptable task outcomes, and the achievement of group/organizational 

objectives, the probability that an employee will produce acceptable 

task outcomes will be Increased to the extent the outcome is perceived 

by the employee as making up a significant part, or contributing 

significantly to, the final group/organizational end-product or objective, 

7. The likelihood that a task outcome will be perceived by the employee 
as making up a significant part, or contributing significantly to. 

of the skills and techniques required in the various phases of the job. 
The general tasks covered in such a rotation might include subassembly, 
assembly, installation, testing and quality assurance, and process 
evaluation. The concept of logical job rotation is expanded in 
appendix B. 
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the final group/organizational end-product or objective will be 
inversely related to the degree of subdivision of labor. The 
task properties of closure, variety, complexity, novelty, discretion, 
and worker-product relation are also Inversely related to sub
division. Thus, this approach to work design must be considered 
yery carefully from the standpoint of technological benefits 
versus social psychological costs. 

Propositions Dealing With Work Context 

Autonomy--The Employee's 
Past Experience 

The probability that an employee will work effectively under 

conditions of increased autonomy will be greater to the extent the 

employee has worked under these conditions previously with generally 

rewarding consequences. 

8. In the case of an employee who has not worked under conditions of 
increased autonomy, who has worked under such conditions but with 
aversive consequences, or where there is no information regarding 
the employee's past work experience in this regard, a transitional 
program of gradually Increasing autonomy should be implemented, with 
provisions included for performance evaluation, feedback, and 
reinforcement. 

Autonomy--Perceived 
Instrumentalities 

The probability that an employee will work effectively under 

conditions of increased autonomy will be Increased to the extent the 

employee perceives effective work performance as instrumental to the 

attainment of reinforcing consequences. 

9. In all cases, the employee should be thoroughly briefed on: 
(1) the exact task outcomes he is expected to produce; (2) the 
criteria used to measure the successful completion of these 
outcomes; (3) any limitations which may exist on the latitude 
he may exercise In the activities undertaken to achieve these 
outcomes (prescribed methods and procedures), including 
constraints regarding time; and (4) the connection between the 
degree of success achieved in his task functions and the magnitude 
of rewards dispensed. 
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The probability that an employee will produce an acceptable 

task outcome under conditions of Increased autonomy will be increased 

to the extent the employee perceives achievement of acceptable task 

outcomes as instrumental to the attainment of reinforcing consequences. 

10. Work system design should include propositions 27 through 30. 

Autonomy--Worker-Product Relation 

The probability that an employee will produce an acceptable 

task outcome under conditions of Increased autonomy will be increased 

to the extent the outcome can be traced directly to the efforts of the 

individual employee (worker-product relation). 

11. Work task design should incorporate a means of identifying an 
employee's task output. Where appropriate, the employee himself 
should sign, or otherwise identify his work. Where task functions 
are so interdependent that individual identification is 
inappropriate, the achieving group should be Identified. 

Feedback 

Given that the employee perceives effective work performance as 

instrumental to the attainment of reinforcing consequences, the 

probability that the employee will work effectively will be increased 

to the extent the employee receives feedback (KOR) regarding his 

performance. Given that the employee perceives achievement of task 

outcomes as instrumental to the attainment of reinforcing consequences, 

the probability that the employee will produce an acceptable task out

come will be increased to the extent the employee receives feedback 

(KOR) regarding these outcomes. 

12. Work design should incorporate an objective means for measuring 
effective work performance and acceptable task outcomes, and 
transmitting the results directly to the worker. Such feedback 
should be accurate, objective, timely, relevant, complete, 
specific, and concise. 
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Participation--Emp1oyee's 
Past Experience 

The probability that an employee will accept an opportunity to 

participate In group decision making regarding task activities will be 

Increased to the extent the employee has participated in similar 

decision-making situations previously, with generally rewarding 

conseguences. 

13. In the case of an employee who has not participated in 
decision making previously, who has participated, but with 
aversive consequences, or where there is no information regard
ing the employee's past work experience in this regard, a 
transitional program of PDM should be implemented beginning with 
a session describing the purpose, scope, and general format of the 
program. 

Participation--Group Attraction 

The probability that an employee will accept the opportunity to 

participate in a group decision-making situation will be increased 

to the extent the employee perceives the decision-making group as 

attractive. 

14. To the extent possible, the decision-making group should be 
formed of individuals who are approach-oriented with respect to 
others, socially sensitive, similar in attitudes, opinions, 
and status in the organization. 

Participation--Meaninqful Issues 

The probability that an employee will accept the opportunity to 

participate in decision-making will be increased to the extent the 

employee perceives an instrumental relationship between participation 

and the attainment of personal goals. 

15. The likelihood that the employee will perceive an instrumental 
relationship between participation and the attainment of personal 
goals is positively related to the degree meaningful issues 
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pertaining to his work activities, and to organizational policies 
and programs that affect him, are to be decided upon in the 
participatory situation. Therefore, the goal of such an effort 
should be to incorporate the "real" issues in PDM, rather than 
treating the effort as a "human relations gimmick." 

Participation--Perceived 
Instrumentalities 

The probability that an employee will attempt to make rational 

decisions in the PDM situation will be increased to the extent the 

employee perceives the achievement of group/organizational objectives 

as instrumental to the attainment of his personal goals--e.g., remunera

tion, job security, meaningful work, etc. 

16. There should be a major effort made in the design of the work 
system to achieve, in so far as possible, a direct relationship 
between the success of the organization and the achievement of 
personal goals by the individual. The common area for study 
is wage incentives, which we will deal with in other propositions. 
But other areas should be explored as well (e.g., additional 
leisure). This effort should be undertaken in a participative 
manner in itself. This will enhance the employee's understanding 
of the relationships achieved. 

Participation--Information 

The probability that an employee will make rational decisions 

in a PDM situation will be increased to the extent the employee is 

privy to relevant decision-making information. 

17. The work system should be designed to include a management 
information system (MIS), with appropriate outputs available to 
employees to serve as source information in PDM. 

Participation--Communication 

The probability that the employee will be capable of participat

ing successfully in group decision making will be increased to the 

extent the employee feels free to express his views openly and candidly. 
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18. The likelihood that the employee will feel free to express his 
views openly and candidly in the group Is greater when group 
members have a continuing opportunity to interact. Thus, the 
design of the work process, operator method, plant layout, etc., 
should consider social interaction opportunity as one of the 
relevant variables. Interaction (and, perhaps, interpersonal 
competence) may also be Increased by holding periodic group 
sessions in the T-group/sensitivity training format. 

Goal/Goal-Path Clarity 

The probability that the productive unit, or work group, will 

function efficiently will be increased to the extent unit/group goals 

and the paths thereto are clearly understood by group members. This 

understanding will be facilitated to the extent goals and goal-paths 

are operationalized. 

19. Design of the work system should incorporate a formal subsystem 
for the development of operational work group goals and goal-
paths (task objectives, methods, and procedures). This sub
system will be more effective if it incorporates a decentralized 
conmunication network (e.g., as in PDM). 

Cooperation—The Work Group 

The probability that the productive unit, or work group, will 

function efficiently will be increased to the extent a cooperative 

situation evolves and is maintained. 

20. The work system should be designed so that there is reasonable 
congruence between personal and group goals; and goal regions 
for each of the group members are defined so that they can be 
entered, to some degree, by any given employee only if all 
employees in the group can enter their respective goal regions, 
to some degree (goals should be mutually supportive). See 
proposition 28. 

Valence of Group-Decision Outcomes 

The probability that individual work group members will 

work effectively toward the decision outcomes formed by the group will 
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be increased to the extent the individuals perceive their assigned 

work tasks as non-aversive. 

21. Work system design should include propositions 1 through 7. 

Leadership--Individual Characteristics 

Other things being equal, the probability that an individual 

will emerge as work group leader is increased to the extent the 

individual possesses special skills, abilities, and information relative 

to the group task, is sensitive to the individual characteristics of 

group members (both cognitive/psycho-motor and personality/emotional), 

and can adapt readily to novel situations (is flexible). 

22. Design of the work system should insure that appointed group 
leaders (titular leaders) are task-competent, possess a high 
level of interpersonal skills, and can adapt readily to novel 
situations. This design consideration will involve three sub
systems: (1) the selection subsystem, (2) the training sub
system, and (3) the performance evaluation subsystem. 

Leadership Style 

The probability that a nonauthoritarian leadership style will 

be a positive factor in group functioning and goal achievement will 

be increased to the extent individual group members: (1) clearly 

understand group goals and the paths thereto, (2) are task-competent, 

and (3) perceive task assignments as non-aversive. 

23. Work system design should (1) include propositions 9,17, and 19; 
(2) insure task competence through operation of selection, 
training, and performance evaluation subsystems; and (3) include 
propositions 1 through 7. 

.Cooperation--The Organization 

The probability that produtive units, or work groups, within 

the organization will function efficiently with respect to overall 
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organizational objectives will be increased to the extent a cooperative 

situation evolves and is maintained. 

24. The work system should be designed so that: (1) there is 
reasonable congruence between group and organizational goals, 
and goal regions for each group are defined so that they are 
mutually supportive (go to proposition 29); and (2) there is 
an opportunity for interaction among the various inter
dependent groups (go to proposition 30). 

Propositions Dealing With Monetary Rewards for Work 

Basic Wage 

The probability that a wage incentive system will have its 

maximum effect with respect to an employee's effort-response in the 

work task will be Increased to the extent the basic wage paid the 

employee is comparable to what he would receive in other employment 

situations for similar work. 

25. The basic wage paid the employee should be comparable to what he 
would receive in other employment situations for similar work. 
The incentive system should not be a substitute for an equitable 
basic wage, or normal increases thereto. 

Salary--Contribution Relation 

The probability that an employee will perceive his basic 

salary as equitable relative to other group members will be increased 

to the extent his basic salary is correlated with his potential contribu

tion to the overall group productive effort. 

26. Design of the basic salary [subjsystem should incorporate an 
objective means for establishing the potential contribution of 
a given salaried position to the overall group productive effort. 
The basic salary paid the incumbent of this position should then 
reflect this potential contribution, as well as the degree to 
which the incumbent fulfills required position qualifications. 
Upgrading should take place as these qualifications are met. 
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Incentive System 

The probability that an employee will work effectively toward 

the achievement of task objectives will be increased to the extent the 

employee perceives an instrumental relationship between the achievement 

of task objectives and the attainment of reinforcing consequences. 

27. Design of the work system should include a wage incentive [sub]-
system, which ties individual incentive earnings as directly as 
possible to individual productive output. 

Instrumentalities--Individual 
and Group 

The probability that an employee will attempt to coordinate 

his task activities with other work group members to achieve work group 

objectives will be increased to the extent the employee perceives an 

instrumental relationship between achievement of work group objectives 

and attainment of personal reinforcement. 

28. The incentive system should be designed so that the total 
incentive bonus available for distribution to work group 
members is derived as directly as possible from the overall 
achievements of the work group. 

Instrumentalities--Group 
and Organization 

The probability that the work group will attempt to coordinate 

its task activities with other organizational work groups to achieve 

overall organizational objectives will be increased to the extent work 

group members perceive an instrumental relationship between achievement 

of organizational objectives and attainment of group and, in turn, 

personal reinforcement. 

29. The incentive system should be designed so that the total incentive 
bonus available for distribution to the various organizational work 
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groups and, in turn, their members, is derived as directly as 
possible from the overall financial achievements of the organization, 

Perceived Equltability and 
Instrumentality -- Participation 

The probability that an employee will perceive incentive system 

outcomes as equitable (given that they are equitable) and will perceive 

the instrumentalities between individual task performance, work group 

performance, and organizational performance (given the existence cf 

these instrumentalities) will be increased to the extent the employee 

has the opportunity to participate in the development and operation of 

the incentive system. 

30. The incentive system should be developed and operated on a 
participative basis. Changes to the basic incentive plan, which 
may be deemed necessary due to changing conditions, should also 
be worked out on a participative basis. All employees who will 
be covered by the system should be included (see propositions 13 
through 18). 

Perceived Equltability and 
Instrumentality--Scope 

The probability that incentive earnings will be perceived as 

equitable by members of the various organizational groups will be 

increased to the extent the same incentive system covers each group in 

the organization. However, the probability that the individual 

employee perceives a direct relationship between his productive effort 

and his incentive earnings tends to decrease as the scope of the 

incentive system increases. 

31. The wage incentive system should be designed to cover the entire 
organization to the extent feasible (considering the characteristics 
of the organization—i.e., large, diversified versus small, 
dominant product); and to the extent this can be accomplished while 
incorporating the means to enhance the correlation between 
individual employee productive output and individual incentive 
earnings. 
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Ironed lacy of Reward 

The effectiveness of reinforcement in shaping desired behavior 

increases as the immediacy of the reinforcement relative to that 

behavior increases. 

32. Distribution of incentive earnings should take place in as close 
a temporal pattern as practicable to the time period in which 
they were earned. 

Magnitude of Reward vs. 
Nature of Task 

The probability that a given level of average incentive earn

ings will be an effective motivator of desired task behavior will be 

increased to the extent the employee perceives the task as nonaversive. 

33. Work system design should include propositions 1 through 7. 

Guarantees 

The probability that an employee will be favorably disposed 

toward the implementation of a new wage incentive system will be 

increased to the extent the employee expects that there will be no 

aversive consequences (e.g., earnings disadvantage) associated with the 

new system. 

34. Planning for the development and implementation of a new incentive 
system should include consideration of a provision guaranteeing 
there will be no earnings disadvantage to employees under the new 
plan. Among the factors to include in such a consideration are: 
(1) the employee's perception of the reinforcing and/or aversive 
nature of assigned work tasks, (2) the degree to which employees 
generally view the organization as providing a supportive setting 
for employees, (3) the employee's perception of the magnitude of 
his current earnings relative to his expression of a "preferred 
life style," and (4) the employee's expression of the value he 
attaches to potential increased earnings under the new incentive 
system. 
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Distribution--In Proportion 
to Basic Salary 

Where total group incentive earnings are distributed to group 

members in proportion to their basic salary, the probability that the 

individual group member will perceive a correlation between his 

incentive earnings and his productive effort will be increased to the 

extent there is a correlation between the individual's potential contri

bution to the overall group productive effort and his basic salary. 

35. Work system design should include proposition 26. 

Distribution--In Proportion 
to Weighted Basic Salary 

Where total group incentive earnings are distributed to group 

members in proportion to their basic salary as weighted by a performance 

rating, the probability that the individual group member will perceive a 

correlation between his incentive earnings and his productive effort 

will be increased to the extent there is a correlation between the 

individual's actual contribution to the overall group productive effort 

and his weighted basic salary. 

36. Work system design should: (1) include proposition 12, (2) include 
proposition 26. 

Concluding Comments 

The foregoing list of propositions is only a halting first step 

toward a comprehensive and far more detailed list of propositions which 

could aid immeasurably in the incorporation of social psychological 

factors in work design. We are at a stage in the evolution of our work 

systems in which the need for such a tool is critical. Advancing 

technology and the ultra competitive nature of the world market have 

cut drastically into a manager's error tolerance. In today's environ-

nient--and more so in tomorrow's—mistakes that in the past were costly 
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but reversible, could be disastrous and irreversible. "Seat-of-the-

pants" management just won't do. Neither can we afford to be lulled 

into complacency by "management consultants" who, with the artistry of 

a magician, and the same slight of hand, provide us with palliatives 

"direct from the behavioral sciences," to cure our organization's 

woes and shape the new Utopia in the midst of industrial enterprise— 

a worker's Walden Two. Or by their counterparts, the "hard headed" 

management consultants who tell us that by far the vast majority of 

workers are "satisfied" with their jobs. They are satisfied even 

though we "higher life forms"—i.e., managers and management consultants-

would find the jobs deadly dull. They are satisfeid because they are, 

by nature, the "85 percent nonachievers." They "simply come to work 

to eat." There's your solution--money. How much money? More. Sound 

familiar? You bet. America's workers are already the highest paid in 

the world and still our productivity continues to dip. In the first 

quarter of 1974, private nonfarm productivity declined at an annual 

rate of 3.5 percent. Between 1965 and 1970 productivity grew only 

2 percent per year in the U.S. versus 13.2 percent in Japan, 5.7 percent 

in West Germany, and 3.9 percent in Britain.• Not to worry though, 

the workers are satisfied. 

The fact is, there are no easy, universal solutions. Anyone 

who preaches otherwise is selling snake oil. The process of modern 

management requires a staggering array of talents and information. It 

involves the problems of controlling both inanimate and living systems. 

•Figures are from Labor Department, as reported in Time magazine, 
3 June 1974, p. 68. 
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Over the course of the years we have made giant strides in solving the 

former problem. We have accomplished this by employing a systematic 

approach to the application of knowledge from other disciplines, such 

as mathematics, physics, engineering, physiology and, more recently, 

computer science. It is time to take the same approach to the much more 

complex problem of controlling living systems. It is time to put into 

the practice of management what we know about the determinants of human 

behavior. Not through generalizations, cliches, or moralistic palliatives, 

but objectively and systematically, according to the rigorous rules of 

science. Not as a separate or singular imperative, but as an integral 

part of the whole--no more or less important, a priori, than other 

elements in the business system. When we do this, we will find that the 

result is not one solution, but a series of alternatives, each with its 

advantages and disadvantages. The manager must select the optimum 

solution. He will do this by evaluating the tradeoffs.* The informa

tion he possesses to apply to this evaluation is one of the critical 

factors in the process of decision making. There is a critical shortage 

of such information regarding social psychological factors of work 

design. It is essential that we fill this lacuna before our "satisfied" 

workers quit working altogether. 

*This evaluative process is illustrated in appendix C, where 
we have outlined in general terms the application of the various 
concepts, relationships, and propositions contained in this 
dissertation. 



CHAPTER X 

RECOMMENDATIONS FOR FURTHER RESEARCH 

In April 1974, local units of the International Typographical 

Union (ITU) in New York City ordered their members working for the 

Daily News to work at three speeds--"normal, slow, and very slow." 

As a result, the paper lost an estimated $2 million in advertising 

revenues in a nineteen-day period. The slowdown came about as a 

result of the publisher's attempt to introduce automation in typesetting 

methods.• 

In Mexico, economists and government officials are examining 

ways of cutting back on automation and "labor-saving devices" in order 

to create more jobs for its chronically underemployed citizens (only 

27 percent of Mexico's total population is economically active).•• 

In June 1974 the 110,000-member Amalgamated Clothing Workers 

union called a walk-out from jobs for the first time in fifty-three 

years. The union was seeking a $1.10 an hour raise (from the current 

$3.50 per hour) over the next three years, improved pension benefits, 

additional holidays, longer vacations, and a manufacturer's national 

health program.•* 

Also in June 1974, the U.S. Supreme Court ruled that Corning 

Glass Works had discriminated against women in its wage payment system 

•Time Magazine, 20 May 1974, pp. 61-62. 

••Lubbock Avalanche Journal, 4 June 1974, Section A-3 
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and ordered the company to pay some $600,000 in back wages to the 

victims of the discrimination.• 

In an earlier decision, the Supreme Court, in the landmark 

case of Griggs v. Duke Power Co., March 8, 1971, ruled that psychological 

tests given to job applicants had to be job-related. Performance on a 

test had to match performance on the job. The Duke Power Co. had been 

requiring applicants for the job of coal handler to have a high-school 

diploma and pass the Wonderlic Personnel Test and the Bennett Mechanical 

Comprehension Test. The case was brought to court by Willie Griggs and 

twelve other black laborers at Duke in Draper, North Carolina. Now, 

the Equal Employment Opportunity Commission (created by the 1964 Civil 

Rights Act) has issued a set of guidelines on employee selection 

procedures, stressing the need for correlating test scores with on-the-

job performance. The EEOC has gone to court on job discrimination 

issues against GM, Ford, Sears, AT&T, as well as a host of smaller 

companies, and unions. Currently, the commission has nineteen law

suits pending that cite employers' testing programs (Koenig, 1974). 

These, and a myriad of similar problems, can't wait. They 

need solutions and they need them now. As Warren Bennis (1970) put 

it, there is a need for "fundamental reform" in our institutions 

". . . to enable them to adapt responsively in an exponentially changing 

social, cultural, political, and economic environment" (p. 445). 

•Lubbock Avalanche Journal, 4 June 1974, Section A-3. 
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General Approach 

The problems we face are big, complex, and critically important. 

They will require correspondingly big and complex research efforts. 

They encompass areas which have been of fundamental concern to psy

chologists, social psychologists, industrial engineers, and managers, 

among others. More and more we are finding individuals from the 

different disciplines banding together on specific problems to form 

ad hoc research teams. In our universities today, such interdisciplinary, 

problem-centered teams are formed yery specifically to go after state 

appropriated research money and federal grants. This approach is 

an outgrowth of both the increasing awareness of the interdependent 

nature of the systems with which we must deal, and the increasing 

tendency of state and federal agencies to apply the criterion of "social 

relevancy" to the proposals submitted for funding. Thus, as Dean 

John R. Bradford (1971) of Texas Tech University stated, "We are see

ing a greater emphasis upon applied technological research efforts 

than upon basic research ..." realizing that "... only through 

applied technology, or research in applied technology, can many of 

these problems be solved" (p. 31). 

We do not mean to imply that basic research should be 

"deemphasized." Far from it. Basic research is the grist upon which 

technology ultimately depends for its sustenance. Neither should we 

tie all basic research to some "master plan" designed to attack 

society's problems on all fronts. Imaginative minds ought not to be 

constrained by what we might now consider "useful," and sound research 

ideas need to be recognized and supported, whether they meet the 
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bureaucrats' conception of "social relevancy," or not. However, as 

new knowledge becomes available, it must be Incorporated in economic 

and social practice, for only then is it worth pursuing—knowledge for 

knowledge's sake is, for us, an empty enterprise. Therefore, we do 

require more structure in our research efforts at the university 

level — not a rigid building, with a multitude of neat compartments in 

which any research proposed must find a pigeonhole but, rather, a 

framework constructed, if you will, with an erector set, to be added 

to, modified, and refined. Something we can hang current research 

findings on; use to guide future research efforts; connect, or make 

inter-comparable, past, present, and future research knowledge from 

different disciplinary areas; and, finally, draw from for direct appli

cation to our design problems. Let us consider some of the things 

this will entail. 

First, we need a reliable means of getting input from external 

agencies, such as state and federal governments, concerning problem 

areas and research requirements. This would entail a dual effort by 

the external agencies and the university. Obtaining research funds 

ought not to be a function of who you know, but of what you know. 

Second, we need a means of standardizing, codifying, storing, 

and retrieving our research findings and projects—i.e., a research 

information systan (RIS). The RIS should contain such information as: 

(1) research subject/title; (2) author/researcher; (3) major department; 

(4) library catalog number, if appropriate; (5) dependent and 

independent variables investigated; (6) methodology employed; 

(7) findings, relationships, and/or models; and (8) references. 
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Although standardization would pertain primarily to the dependent and 

independent variables Investigated, the inclusion of standard experimental 

methods for those who desire to use them would allow follow-up research 

to yield inter-comparable results. The RIS should incorporate a flex

ible inquiry routine to permit as wide, or as narrow, a retrieval of 

relevant information as desired. 

Third, we need to periodically compare the input from external 

agencies with our RIS data and provide the comparison to the various 

university departments. This comparison would show: (1) what these 

external agencies are looking for in the way of research; (2) what the 

university has going for it in these areas, or, by the same token, 

where the gaps are; (3) who's doing what, where, in the university; 

and (4) what areas of research are potentially "profitable." 

These three items are essentially the "mechanical" part of the 

approach. There are other things that should be done that come under 

policy. For example, as Dean J. Knox Jones (1971) of Texas Tech 

University has stated, "One of our main goals . . . in terms of our 

graduate program will be to increase interest and support in broad-scale 

interdisciplinary research projects" (p. 20). This is an essential 

goal if the university is to continue to make a meaningful contribution 

to the resolution of societal problems. Interdisciplinary research 

ought to be an "orientation" in the university. That is, it should 

tend to guide the structure not only of research itself, but education, 

as well. If we are to encourage graduate students to tackle inter

disciplinary problems, then we must prepare them to do so. This will 

require a fundamental change in the trend toward "empire-building" in 
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university departments. How this change is to be brought about is any

body's guess. Perhaps a logical place to start is with the criteria for 

interdepartmental distribution of university monies. 

Another area that needs to be reviewed within this same con

text is the general favoritism shown toward single authorship of 

dissertation research. Certainly, this is the most convenient method 

of measuring an individual's contribution. But convenience ought not 

to be our sole criterion. We want to encourage graduate students to 

undertake applied research. Problems of this genre are typically 

broad, as opposed to narrow; ill-defined, as opposed to well-defined; 

and have provisional, as opposed to apodictic,results. More often than 

not, this all comes about because of the interdisciplinary nature of the 

problems. It would certainly seem that many of these problems, which 

might otherwise be unmanageable, could be handled under a team approach, 

with multiple authorship of the dissertation. This would undoubtedly 

cause problems in judging the final outcome in terms of who actually did 

what. Careful consideration would have to be given to the establishment 

of guidelines for such research to assure, in so far as possible, a 

comparable effort on the part of all authors. For example, it might 

be stipulated that: (1) the authors be of different departments, or 

schools, in the university; (2) their contribution to the research 

effort be primarily of their discipline and be identified specifically 

in the dissertation itself; and (3) that it be defended by the student 

separately, before a separate, but "overlapping," committee—i.e., 

different chairmen, but with some of the same members for each student. 

Without belaboring the point any further, it seems likely that the 
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opportunity to share the burden of broad, interdisciplinary research 

efforts would encourage more graduate students to undertake these 

relatively more difficult projects. 

Finally, we need to reevaluate the merit of a laboratory setting 

for applied research. The tradeoffs are well known. The restricted 

confines of the laboratory offer maximum (not total) control over 

independent variables that might affect our observations. By the same 

token, these yery same restrictions lay open to doubt the validity of 

extrapolating laboratory findings to the natural setting. The trade

off appears to be particularly unfavorable relative to applied research. 

The primary reasons for this may be summarized as follows: (1) any 

given task is but a part of the total work environment and must be 

viewed in terms of what precedes that task and what follows in the 

sequence; (2) task performance will be affected by the motivational 

states of our subjects, and these states are likely to be different 

for the subject-laboratory context and the population-field context; 

and (3) the college undergraduate as the "white rat" of laboratory 

studies is often a poor representation of the population to which find

ings would ultimately be applied. In our view, a move toward greater 

emphasis on applied research necessitates a concomitant program to move 

the locus of experimentation/study to the natural, vis-a-vis, the 

laboratory setting. 

There is a pressing need for solutions to ongoing societal 

problems. The university, as one source of knowledge resources, needs 

to emphasize broad, applied, interdisciplinary research in order to 

contribute meaningfully to the resolution of these problems. The 
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efficacy of laboratory studies appears limited in this context. Where 

do we go from here? One approach, described by Samuel Messick (1970) 

in relation to the development of education programs for the socially 

disadvantaged, is "evaluative research." We turn to a description of 

this next. 

Evaluative Research 

Evaluative research involves the Investigation of functioning 

systems in their natural context. Generally, It entails the implementa

tion of a predetermined program, the collection and analysis of data, 

and, sometimes, refinement of the program in light of research findings. 

In some ways, evaluative research resembles the field study techniques 

employed extensively by Kurt Lewin and his followers (e.g., see descrip

tion of experiment by Coch and French, 1948, chap. VI, p. 1_86). Messick 

(op. cit.) emphasizes the need for "unobtrusive measures" of program 

effects "to ensure that the evaluative research activities do not 

interfere with or contravene any program activities or intentions" 

(p. 216). 

Evaluative research calls for a systems approach in order to 

deal empirically with the interrelatedness of psychological, social-

psychological, social, environmental, and technological factors. As 

we have seen, in the area of human behavior and adaptation, we are faced 

with a particularly complicated system composed of differentiated but 

overlapping subsystems that embrace family, peer, and cultural influ

ences, as well as organizational and technological influences. One 

implication for research under such conditions is that a "multivariate 

interactional strategy" should be adopted—i.e., a strategy of analysis 
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that employs multiple measures in each domain and methods of analysis 

sensitive to interacting Influences (Messick, Ibid.) The 

questions one evaluates in this type of research are typically more 

elaborate than "Is treatment A more effective than treatment B?" 

Instead, one might ask, "Do these treatment components interact with 

personality and cognitive characteristics of the workers, or with 

factors in their work history or cultural backgrounds, to produce 

differential effects on their job behavior?" 

Evaluative research must also be concerned with monitoring 

the possible side effects of the treatment/components. Because of the 

interdependencies that characterize complex systems, a change in one part 

of the system may produce unanticipated and possibly adverse conse

quences in another part of the system. Thus, it is not enough to monitor 

a program solely in terms of its stated objectives. We must also 

assess a wide range of possible outcomes, for we may find in the process 

some alternatives that should be weighed in reaching a final appraisal 

of program impact. 

The evaluative research effort should entail periodic, rather 

than just beginning and end assessments. These assessments should 

include the attitudes of both workers and managers toward the treat

ment. The evaluation should go beyond a simple assessment of the size 

of the effects, and undertake to explain the processes that produce 

the effects. This will allow the adaptation of treatments to a variety 

of circumstances. In addition, it would be valuable to extend the 

range of the evaluation process to antecedent events, and to 

a posteriori events. 
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It is particularly important in this kind of research to measure 

the characteristics of the program as it is actually carried out, since 

the program as practiced can often be quite different from the program 

as planned. 

Finally, evaluative research should Include an examination of the 

objectives of the program and the criteria used to measure program 

performance. As we have seen with the concept of "productivity," some 

objectives are really "means" rather than "ends," and some isolated 

criterion measures can be totally misleading. 

Now that we have discussed the broad aspects of a research 

approach, we turn to a discussion of some of the more specific areas 

relating to social psycological factors in work design that require 

further study. 

Social Psychological Factors in Work Design: 
Some Important Areas for Further Research 

This dissertation has covered a wide range of topics. We have 

explored some very basic theoretical issues, as well as some yery broad 

applied issues. We cannot hope to cover all the areas within this vast 

domain that deserve further research. Therefore, we will limit our 

comments to those areas we view as both directly relevant to social 

psychological factors in work design and, of these, those likely to have 

the broadest impact on work design. Further, in line with the orienta

tion of the dissertation, we will emphasize applied, vis-a-vis, basic 

research. 
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Standard Descriptor System for 
Tasks and Measures in Social 
Psychological ReseafcF 

Dudek (1970) has written that, 

. . . there has been no major attempt to determine, specify, 
or develop standardized tasks and measures for human 
factors research which could be utilized to lead to a 
unification of results so that generalized design parameters 
of practice and procedures for human factors could be 
established" (p. 2). 

Dudek was referring to the conventional human factors domain, as 

illustrated by the problem areas he explored--e.g., work physiology, 

vision, tracking, fatigue, etc. Also, Dudek's concern was primarily 

methodological, rather than descriptive. He was Interested in seeing 

more standardization in the various laboratory tasks that were used to 

simulate work in natural settings. He reasoned that task standardiza

tion and standardization of measures of human performance/effort 

(heart rate, ventilation rate, oxygen consumption, etc.) were necessary 

to enhance the comparison of research findings from one study to 

another, and to generalize from these findings to "practical real 

world problems." 

Dudek's reasoning is well founded and should be extended to 

include the social psychological aspects of human factors. However, 

in addition to standardizing laboratory task simulations and performance 

measures, it is necessary to develop a standard "descriptor system" 

for tasks and measures so that experimental findings can be compared not 

only from lab to lab, but from lab to field and from field to field. 

This is particularly important in applied research; it is vital if 

evaluative research findings are to have generalizability. 
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Some general suggestions/comments may be useful in this under

taking. First, features of the stimulus conditions which constitute a 

task may be described under two broad categories: quantitative-

objective, and qualitative-subjective. Under the former category are 

such descriptor measures as: signal rate, stimulus Intensity, signal 

to noise ratio, temporal pattern of stimulus occurrence, stimulus 

variation, etc. Under the latter category are such descriptors as: 

pleasurable, painful, frightening, boring, frustrating, interesting, 

challenging, etc. A descriptor system for independent task variables 

must employ the former category, since the latter category involves 

task-person interactions. Second, descriptors related to the person 

mâ y be categorized as: observable-objective, observable-subjective, 

and self-report. Under the first category are such things as: age, 

sex, education level, and marital status. Under the second category 

are such things as: "gets along well with others," "others follow 

his advice," "takes part in group activities," etc. Under the third 

category are the "personality measures" derived from psychometric 

tests—e.g., general intelligence, authoritarianism, dominance, 

aggressiveness, etc. The first category is straightforward and can be 

employed directly. The second and third categories are, quite 

obviously, far less straightforward, and an effort will be required to 

standardize them. Until they are standardized, the researcher would 

do well to evaluate any research he intends to follow-up, or to relate in 

any way to, and attempt to at least standardize his proposed measures 

with those employed therein. Third, "task requirements" involve 

task-person interactions for which descriptors are needed specifying 
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in a standard manner what the person (operator) is doing. These des

criptors can range from the very general-e.g., "perceptual"- to the 

more speclfic-e.g., "detects visual signals." One approach to 

standardization (used extensively in describing tracking tasks-e.g., 

see McCormick, 1964, pp. 247-83) Involves the concept of the human 

being as a system component. His functions are then described in standard 

systems terminology—e.g., amplification, integration, differentiation, 

etc. This approach deserves attention as a means of standardizing 

"task requirements" descriptions in social psychological research. 

Finally, comnonly employed dependent variables relating to work per

formance behavior can and should be used in a standard manner. For 

example, absenteeism should be categorized as "sick, lame, or lazy." 

Productivity measures should specify whether quality has been considered. 

Quality itself should be quantified in terms of error rate, reject rate, 

meeting tolerances, etc. 

The four areas outlined above may be summarized in tabular form 

as shown in table 36. 

TABLE 36 

TASK-PERSON DESCRIPTORS 

TASK 

PERSON 

TASK 

Character: 
•stimulus intensity 
•stimulus modality 
•signal-noise ratio 

Performance 
Behaviors: 
•output per manhour 
•error rate 
•accident frequency 

PERSON 

Performance 
Requirements: 
•amplification 
•differentiation 
•integration 
•communication 
Character: 
•age 
•sex 
•education level 
•race/ethnic group 
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Assessment and Testincj 

The Supreme Court ruling on Griggs v. Duke Power Co., and the 

activities of the Equal Employment Opportunity Commission (EEOC) have 

accentuated the need for validation of tests used to select and place 

persons for employment — specifically, to demonstrate the correlation 

between a person's score on the test and his performance on the job. 

EEOC guidelines for test validation were promulgated in the Federal 

Register, 1 August 1970. They provide for three kinds of test valida

tion: (1) criterion validation, in which the test score is checked 

against its specific measure of ability on the job; (2) content 

validation, in which the test's content is examined to determine that it 

is systematic and logical; and (3) construct validation, in which the 

test score is checked against a "constructed" measure, such as "clerical 

aptitude," or "reading readiness." The EEOC also requires that tests 

be differentially validated—i.e., validated for the particular popula

tion in question—white, Negro, Mexican-American, etc.—so that 

allowances may be made for any built-in bias. There is a good deal of 

controversy among psychologists concerning the best method of valida

tion for tests, and the requirement that tests be differentially 

validated (Koenig, 1974). 

There are literally hundreds of tests available for measuring 

everything from general intelligence to psychopathic deviation (see 

0. K. Buros, 1972, ed., Mental Measurements Yearbook). In broad terms, 

these tests are designed to measure intelligence, aptitude, knowledge, 

abilities, skills, interests, attitudes, beliefs, and personality. 

Some tests are relatively easy to administer and score; others require 
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specialists. Developing an effective test and selection program under 

these conditions can be a highly complex, time-consuming, and costly 

job. 

As a result of the above, employers are both confused, concerning 

the "right" tests to use in their selection programs, and hesitant to 

use tests at all; relying instead on background surveys, Interviews, 

and the applicant's credentials (e.g., educational degrees). This is 

certainly a less than Ideal situation. It does not constitute a 

generally comprehensive screening procedure and, in some cases, can be 

more discriminatory than even a highly biased test. In short, there is 

a problem in the area of psychological testing and research is required 

for its resolution. 

We would recoimend the various branches of the United States 

Armed Forces as important sources for research materials on testing. 

For many years, the Armed Forces have carried out the most extensive 

program of testing and test development of any single sector in the 

economy. Hundreds of thousands of persons have taken Army, Navy, and 

Air Force qualifying examinations and classification tests. This is a 

rich source of data for the interested researcher.• 

Job Enrichment and n-Achievement 

As we have seen, the individual's response to certain elements 

of job enrichment has been linked to his "need-achievement motivation." 

•We would adivse inquiries be directed to the Defense Documenta
tion Center, Cameron Station, Alexandria, Virginia; the Armed Forces 
Vocational Testing Group, Randolph Air Force Base, Texas; the United 
States Army Research Institute for the Behavioral and Social Sciences, 
1300-Wilson Blvd., Arlington, Virginia; the Naval Personnel Research 
and Development Laboratory, WNY, Washington, D.C., and the Air Force 
Human Resources Laboratory, AFSC, Brooks Air Force Base, Texas. 
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There is little evidence outside of McClelland's (1962) cross-cultural 

studies to support direct correlations between quantifiable elements of 

job design and n-achievement scores on the one hand, and measurable 

behavioral responses on the other. Research in this area might test 

the following major hypothesis: 

Other things being equal (e.g., general Intelligence, task 

related knowledges, abilities, skills, etc.), individuals 

who obtain a high n-achievement score will out-perform 

those with lower scores as the degree of task variety, 

novelty, complexity, and discretion Increases. 

Other subhypotheses could also be tested to determine the exact nature 

of any relationships obtained. 

The three major problems that must be confronted in this 

research are: (1) the quantification of the task variables, (2) the 

establishment of objective criteria for task performance, and (3) the 

control of extraneous variables. 

Another aspect that should be considered in research on this 

topic is the distribution of need-achievement scores within various 

categories of employment, and the possibility of deferential effects 

between employment categories due to self-selection based on need 

achievement. The existence of such effects could narrow the variability 

within any single category and thus mask any overall relationship 

between the relevant response variables that may, in fact, exist. 
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General Task-Personality 
Interactions 

The relationship that has been hypothesized between certain 

task variables and n-ach1evement is only one of several task-personality 

interactions that nay operate to produce differential behavioral responses 

on the job. Thus, a broader research effort would be to systematically 

explore various combinations of task variety, novelty, complexity, etc., 

variables, and various personality "profiles." The problems mentioned 

with respect to n-achievement above would also have to be contended 

with here and, naturally, they would be more complex. 

In addition to exploring the relationships that may exist 

between task performance measures as dependent variables, and task 

content and personality factors as Independent variables, it would be 

interesting to explore the relationships, if any, between expressed job 

satisfaction measures and the same task and personality factors. We 

have already seen evidence of a correlation between job satisfaction 

and absenteeism and turnover. It would now be useful to know what 

combinations of task and personality variables may operate to produce 

satisfaction. It should be reiterated here that care must be exercised 

when dealing with satisfaction as a dependent (or independent) variable 

for the reasons expressed earlier (pp. 105-10$. It would be best to 

combine any measures of satisfaction with directly observable phenomena, 

rather than treating satisfaction alone. 

Changing Values 

There has been considerable speculation that the value systems 

of America's younger generation will be significantly different in many 
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important respects from the values commonly held by adults today. It 

Is further speculated that these differences will call for a different 

approach to job design. We have reviewed one study (Rescher, 1969b) 

in which a number of "experts" concluded that there would be some 

changes, but most values would continue along present lines. As we 

pointed out when reviewing the study, methodological weaknesses seriously 

limit its conclusiveness. Thus, this is an area requiring further 

research. 

Rather than polling one set of individuals to determine what 

the values of another, larger set of individuals may be like at some 

point in the future, we would recommend a direct sampling of the set 

in question--i.e., the "younger generation." Further, one might gain 

insight into the question of values and value trends by studying the 

products of the various age groups in our soc1ety--i.e., the things 

that make up their "culture." This would include the study of music 

and its lyrics, poetry, fiction, drama, and painting; a study of 

occupational patterns, military service, community service, voting 

patterns; and a study of university enrollment patterns, among other 

things. Cross-correlational studies might then reveal whether any 

changes in value systems that did obtain were significantly correlated 

with differences in employment and job satisfaction. 

Minority Groups and Subcultures 

Another issue related to that of values is differential work 

design for minority groups and subcultures. As pointed out earlier in 

the paper (p. 37^, there is strikingly little agreement on cause-effect 
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relationships between personality/cultural variables for these groups 

and work performance under various task conditions. This is certainly 

a critically Important area for further study. Do readily identifiable, 

cohesive segments of our soc1ety--minor1t1es and subcultures—have 

different value systems than the mainstream of society? Do they 

differ in the way they respond to various behavior-consequence con

tingencies? Why do they differ, if indeed they do? What implications 

does this have for job design? 

This area of research is likely to be fraught with controversy 

of the same kind that exists in testing and psychometrics today. For 

example, if Negro subjects score lower on n-achievement tests than 

whites, does this mean Negroes have less "ambition" than whites? Or 

does it mean that the test is biased toward white achievement concepts? 

If a sample of Chicano subjects is found to respond more favorably 

(relative to whites) to extrinsic job factors, such as money, rather 

than intrinsic job factors, such as challenge, does this mean Chicanos 

have learned to "expect" very little in the way of intrinsic reinforce

ment from their jobs? Anyone embarking on research in this area would 

do well to familiarize himself with the "nature versus nurture" con

troversy that surfaced in 1969, with Arthur Jensen's article on race, 

heredity and intelligence (see Jensen, 1969; also, see Jensen, 1973; 

Rice, 1973; Dobzhansky, 1973; and Williams, 1974). One might also 

suggest that "emotionally-charged" words or phrases referring to people, 

like "primitive," "inferior." "deficient," "immature," etc., be avoided 

(this should be no problem, since they are unprecise in any case). 
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Social Psychological Factors 
in the Move to Automate 

As stated earlier (p.399), the trend toward automated produc

tion systems is still in its Infancy. We will see a burgeoning use of 

automation in the coming years and, with it, the kind of turmoil 

currently epitomized by the battle between New York newspapers and the 

International Typographical Union (ITU). This conflict is extremely 

wasteful--the newspapers lose revenues, the workers lose wages, and the 

public loses service—and may be avoidable. 

We have already discussed the need for further research on 

whether automation "upgrades" or "downgrades" jobs (pp. 403-%). 

Another area for investigation is the implementation phase of automa

tion and the reaction to it. According to U.S. News and World Report 

(6 May 1974), the publisher of one of the New York newspapers affected 

by the ITU strike stated that "labor saving machinery" was necessary 

in order to reduce production costs, and a "reasonable automation 

settlement" needed to be worked out with the union. The local union 

chief stated that ". . . it's to our advantage to work out any agree

ment that both management and members can live with" (p. 87). In spite 

of these statements, the union chief was arrested for destroying 

company property and the local union members struck the newspaper. Yet, 

at another newspaper in New York, management has an agreement with the 

union that gives it free reign to introduce automation as it sees fit. 

A spokesman for the newspaper claimed that there was "never" any talk 

of strikes because automation was introduced gradually and "announced" 

beforehand (Ibid., p. 88). The magazine article also reported that 

officials of two other papers that have moved deeply into automated 
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printing systems stressed that "complete candor and discussion with 

employees is vital to such a move." Also, "employees must be 

included in the initial planning stages" of a conversion to automated 

systems (p. 88). 

Agreements with the union on automation Invariably involve job 

guarantees, severance pay, and/or financial Inducements to early retire

ment. Obviously, involving the employee in planning for automation 

is not enough. This conclusion would follow from an evaluation of the 

behavioral taxonony for PDM (table 20, p. 297-301), or by the application 

of propositions 16 and 24 (pp.429 and 432, respectively). Surely a 

well-conducted series of studies of such incidents as the ITU strike in 

New York, plus positive instances of the introduction of automation 

without such conflict would reveal some underlying principles specific 

to the automation question. It seems equally certain that if these 

principles are to have enduring value, they must be based on established 

laws/principles of human behavior. 

The Manager 

Most research dealing with job design has concerned itself 

almost exclusively with "workers" —i.e., nonsupervisory personnel—and 

ignored, or paid only cursory attention to, managers; or has concerned 

itself almost exclusively with managers, and ignored, or paid only 

cursory attention to, workers (there is probably more research in the 

former category than the latter). In an applied, or evaluative, 

research approach, we cannot afford to make such a distinction. 

We have made the point that behavior is shaped by its conse

quences (Law of Effect). This is, of course, just as true of managers 
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as It is of workers. It is also true that in the manager-worker 

interaction, the behaviors exhibited by either party can become the 

consequences for the other's behavior. For example, if a manager 

reduces the degree of supervision over one of his subordinates (gives 

him greater autonomy) and the subordinate, in turn, "fouls up the 

works," the manager may perceive this as a consequence (presumably 

aversive) of his behavior and return to closer supervision. As a 

further example, consider Lowin's (1968) analysis of PDM and hierarchical 

(HIER) organization structures. Discussing the "structural mechanisms" 

in a HIER system, Lowin stated: 

These structural mechanisms reinforce HIER attitudes 
of subordinate and manager. The subordinate does not 
learn to appreciate the varied factors which must be con
sidered in choosing among alternatives. His inferior 
suggestions are seldom adopted and where adopted, he is 
not credited with their contribution. Motivation to 
participate is further reduced and the subordinate is 
content to fulfill only the expected minimal demands of 
his position. The attitudes of the manager are likewise 
perpetuated. His subordinate does not evidence any 
special interest in contributing to the organization 
beyond the conventional, and what contributions do emerge 
are often inferior and usually doomed. Because of the 
reluctance of others to consider suggestions made by a 
subordinate, the manager is not likely to press his men 
for their opinions about matters which need not concern 
them and he is unlikely to lend his full support to 
their suggestions (p. 71). 

We have referred to this aspect of social interaction in our discussion 

of "power," in chapter V (pp.114-15). It is a fundamental concept in 

social-reinforcement exchange theories (Homans, 1961; Thibaut and Kelly, 

1959). 

Jablonsky and DeVries (1972), expanding on the work of Nord 

(1969), have proposed an "operant conditioning model" to relate the 
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exchange of reinforcement concept between subordinate, manager, and 

the subordinate's "peer group." According to their model, a change in 

the subordinate's "rate of behavior" will constitute either "desired" 

or "undesired" behavior for the manager, and either desired or undesired 

behavior for the peer group. They will, in turn, administer either 

"positive" or "negative" reinforcement to the subordinate.• The 

subordinate's response will then be a function of his "expected value" 

of each "reinforcement." This pattern then simply repeats itself. 

According to Jablonsky and DeVries (Ibid.), ". . . the model recognizes 

that the final forces for behavioral change result from an Interaction 

between multiple reinforcement contingencies and the amount of value 

the individual places on the various reinforcements" (p. 354). 

At this point in its development, the primary value of the 

Jablonsky-DeVries model is in its emphasis on the mutual, or interactive, 

effects of behavior between the individual and other individuals repre

senting a given agency (the organization, the peer group) in the 

individual's life space. Future research dealing with such issues as 

job enrichment and PDM would do well to incorporate this concept in its 

analyses. Thus, data should be collected on managers and workers both. 

The evaluation of potentially reinforcing and/or aversive stimuli or 

stimulus events in the work environment should be undertaken with both 

a manager's and a worker's possible viewpoints in mind. We have already 

discussed group factors in the individual's behavior, and these, too. 

•Jablonsky and DeVries are actually misusing the term "negative 
reinforcement" in this context (see definition of negative reinforce
ment, p. 36). Their meaning may be interpreted as saying that if the 
subordinate's behavior is "undesired" by either management or the 
peer group, they will "punish" it (by withholding reinforcement, or 
presenting an aversive stimulus; see p. 37}. 
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should be included when undertaking a broad-scale research effort in 

these and similar areas. 

Miscellaneous 

There are many other areas dealing with social psychological 

factors and work, which deserve further research. As stated earlier, we 

cannot hope to cover them all, but several merit at least a brief 

comment. They are: 

Women. The proportion of women in the labor force has 

increased significantly and could well reach 40 percent by the year 

2000; yet, studies dealing specifically with the determinants of 

women's work behavior are rare. Further research is needed. 

Professional and technical work. By 1975, the number of 

professional and technical workers in the U.S. is expected to be over 

13 million. More research is required dealing specifically with the 

design of work systems in this area, and white-collar work in general. 

Physical environment. Business firms are spending large sums 

of money on employee facilities and on making the work environment 

"more pleasant" in general. However, little is actually known concern

ing the effect of the built environment on social psychological aspects 

cf man's behavior. More research is required in such areas as: 

relating individual personality characteristics to preferences toward 

the built environment; social interaction patterns and their relation

ship to the built environment; and relating work performance 

parameters to characteristics of the built environment. 

Leisure. There is a growing movement in U.S. business toward 

some alteration of the conventional five-day, forty-hour workweek. A 
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number of alternatives have been discussed (see pp. 380-86). All would 

increase the amount of leisure available to the American worker. 

Several areas of research are suggested. First, leisure should be 

explored as a potential incentive for desired work performance (e.g., 

as an alternative to money). Second, leisure opportunity should be 

examined from the standpoint of how workers in various occupational 

and social-economic status groups use, or would Intend to use, it and 

the implications for sociotechnical systems in general. Third, as an 

offshoot of the study of leisure opportunity use, the incidence of 

"moonlighting" and its relationship to various personality and back

ground factors of the worker should be investigated. Also, the 

possible effects of moonlighting on social psychological aspects of 

worker behavior should be examined. 

Multinational operations. As more corporations undertake multi

national operations, the need grows to expand research in the social 

psychology of work to other countries and their peoples. Along these 

lines, one might also study management practices in foreign countries, 

applying the social psychological concepts and relationships explicated 

in this dissertation. It would be useful, for example, to compare one's 

findings with the propositions contained in chapter IX. This would help 

in refining the propositions and determining their limitations. Evalu

ative Research, as discussed earlier in this chapter (pp. 446-48), 

would seem the appropriate approach here. One particularly interesting 

country to start with would be Japan, whose spectacular economic growth 

has been one of the outstanding achievements of the twentieth century. 

Have Japanese managers been employing personnel policies which, in 
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effect, constitute application of the propositions contained in chapter 

IX? Or are factors in the Japanese sociotechnical environment such that 

these propositions either don't apply, or are much less important than 

others we are not yet aware of. These would be interesting areas to 

explore. 

Concluding Comment 

It appears clear that simplistic hypotheses dealing with the 

overall efficacy of such work design strategies as enrichment, involve-

ment/PDM, Scanlon or Lincoln-type incentive plans, and so on, are too 

gross to be proven or disproven. The broad research findings to date 

can best be interpreted as mapping the mediating conditions which tend 

to shape the effects of these strategies. Rather than trying to "prove" 

or "disprove" gross enrichment, PDM, etc., hypotheses, future research 

would do well to concentrate on the operational components of the 

strategies and their behavioral correlates in order to ascertain the 

parameters of work design effectiveness. 
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APPENDIX A: AN INDEX OF JOB SATISFACTION 

JOB QUESTIONNAIRE 

Some jobs are more interesting and satisfying than others. We want to 
know how people feel about different jobs. This blank contains eighteen 
statements about jobs. You are to cross out the phrase below each 
statement which best describes how you feel about your present job. 
There are no right or wrong answers. We should like your honest 
opinion on each one of the statements. Work out the sample item 
numbered (0). 

0. There are some conditions concerning my job that could be improved. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

1. l̂y job is like a hobby 
STRONGLY AGREE AGREE 

to me. 
UNDECIDED DISAGREE STRONGLY DISAGREE 

2. My job is usually Interesting enough to keep me from getting bored. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

3. It seems that my friends are more interested in 
STRONGLY AGREE AGREE UNDECIDED DISAGREE 

their jobs. 
STRONGLY DISAGREE 

4. I consider my job rather unpleasant. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

5. I enjoy my work more than my leisure time. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

6. I am often bored with my job. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

7. I feel fairly well satisfied with my present job. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

8. Most of the time I have to force myself to go 
STRONGLY AGREE AGREE UNDECIDED DISAGREE 

to work. 
STRONGLY DISAGREE 

9. 

10. 

I am satisfied 
STRONGLY AGREE 

with my 
AGREE 

job for the 
UNDECIDED 

time being. 
DISAGREE STRONGLY DISAGREE 

I feel that my job is no more interesting than others I could get. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

11. I definitely dislike iriy 
STRONGLY AGREE AGREE 

work. 
UNDECIDED DISAGREE STRONGLY DISAGREE 
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12. 

13. 

14. 

15. 

16. 

17. 

18. 
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I feel that I am happier in my work than most other people. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

Most days I am enthusiastic about my work 
STRONGLY AGREE AGREE UNDECIDED DISAGREE 

Each day of work seems like it will never end. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE 

STRONGLY DISAGREE 

STRONGLY DISAGREE 

I like my job better than the average worker does. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE STRONGLY DISAGREE 

Hy job is pretty uninteresting. 
STRONGLY AGREE AGREE UNDECIDED DISAGREE 

I find real enjoyment in my work 
STRONGLY AGREE AGREE UNDECIDED 

I am disappointed that I ever took this job 
STRONGLY AGREE AGREE UNDECIDED DISAGREE 

STRONGLY DISAGREE 

DISAGREE STRONGLY DISAGREE 

STRONGLY DISAGREE 

SOURCE: A. H. Brayfield and H. F. Rothe, "An Index of Job 
Satisfaction," J. Appl'd. Psyc. 35, 5 (October 51): 307-11. 



APPENDIX B: LOGICAL JOB ROTATION 

The concept of logical job rotation Involves five parts: 

(1) providing the worker a complete, natural unit of work by rotating 

him through its various phases in a logical pattern; (2) repeating 

the worker's pattern of activities until he has fully mastered 

them, then moving him on to another related pattern of activities; 

(3) employing this procedure as a means of upgrading the worker's 

range of skills and knowledge of Interdependent processes, and 

advancing the worker to higher level positions as this upgrading 

is successfully completed; (4) Integrating this concept into the 

whole personnel subsystem of a particular productive unit and 

product manufacturing or service process; and (5) rotating the workers 

through the various task phases, and through related tasks, at their 

own pace. 

For example, suppose we have a product I, whose production 

requires three different manufacturing subprocesses as follows: 

1. a. Subassemble parts A, B, and C 

b. Assemble parts A, B, and C to build G 

c. Test G 

2. a. Subassemble parts D, E, and F 

b. Assemble parts D, E, and F to build H 

c. Test H 

3. a. Assemble parts G and H to build I 

b. Test I 
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Process design, equipment, and plant layout are such that workers must 

be assigned to the various phases of production as follows: 

1. There are nine separate assembly lines: la(A), la(B), 

la(C), lb(G), 2a(D), 2a(E), 2a(F), 2b(H). and 3a(I). Workers are 

assigned to one line or another only. 

2. There are three separate quality assurance/test lines: 

lc(G), 2c(H), and 3b(I). Workers are assigned to one line or another 

only. 

Logical job rotation would involve moving a worker through all the 

subassembly lines in one subprocess—e.g., la(A), la(B), and la(C) — 

then moving him to the intermediate assembly involving those parts--

e.g., lb(G)--then on to the test line for the part lc(G). Once the 

worker had rotated through the entire subprocess—e.g., l--he would be 

moved to the other subprocess--e.g., 2. When the worker had mastered 

both subprocesses, he would be moved to subprocess 3, first as an 

assembler on 3a, then as a tester on 3b. After each complete rotat-

tion, the worker would make a report on the performance of the various 

units tested, and any Improvements that might be made in product or 

process design. 

The amount of time a worker spends performing any one task 

would depend on him, within limits. Conceivably, a worker could switch 

from assembling one part to assembling another in the same subprocess, 

from morning to afternoon. He would continue this procedure for a certain 

time—say ninety days—then switch to the assembly of two other parts, 

one in the morning and one in the afternoon. 
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The primary advantage of logical job rotation is the 

opportunity to offer the worker a complete, natural unit of work 

when the system technology would otherwise prevent it. The primary 

disadvantage is the added complexity In scheduling personnel. 



APPENDIX C: APPLICATION OF CONCEPTS/RELATIONSHIPS 

Application of the social psychological concepts and relation

ships contained in this dissertation must, of course, be accomplished 

in the context of the particular circumstances under study. One can, 

however, outline in general terms some of the major considerations 

that should be made under almost any circumstances. We shall do this 

here, using the accompanying diagram (figure 51) to illustrate the 

process. 

Before detailing the sequence of events illustrated in the 

diagram, we will briefly describe its major attributes. First, its 

purpose is to illustrate in a general sense how one might go about 

applying the social psychological concepts and relationships contained 

in this dissertation. It is meant to convey the need to approach this 

problem as we would any other—according to the systems approach 

(illustrated in fig. 34, p. 255). Second, chapter and page references 

have been included in the various blocks and in this way the diagram 

serves to sumnarize and tie together the central chapters (III-IX) and 

many of their major thoughts. Third, as complex as the diagram may 

appear, it concentrates on our area of concern-social psychological 

factors--and provides only a superficial view of other areas of equal 

importance. Fourth, the diagram is meant to convey the dynamic nature 

of the work design effort. Work design is not a "one shot affair." It 

is a continuous process, whose success depends in large part on the 

feedback and "feedforward" mechanisms we design into the system. 

Finally, the two-way arrows in the diagram illustrate the iterative 
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nature of the work design or problem solution process. Such an 

approach is common to the solution of complex problems, where the object 

is to optimize—in essence, to select the best solution from the domain 

of feasible solutions. 

We will now describe the sequence of events illustrated in the 

diagram, proceeding in a counterclockwise manner beginning at the top 

of the diagram. 

(1) The individual is considered in his social context, in this 

case the work environment (this is a repeat of fig. 33, p. 250). It is 

necessary that we consider the nature of man's interaction with others, 

the occurrence of social stimuli through this interaction, and the 

part these stimuli play in individual behavior and group processes 

(chap. V). 

(2) Our purpose in applying social psychological factors is to 

influence the worker's behavior so that it conforms as nearly as 

possible to the criterion behavior determined ideal for optimum system 

performance (let us assume we have specified the behavior desired and 

determined how it is to be measured). We know that the consequences 

of behavior change the probability that similar behavior will be 

emitted in the future under similar conditions (Law of Effect, fig. 4, 

p. 35). We have arranged certain consequences in the work environment 

intended to cause the worker to respond in the desired way. We know, 

however, that individual differences will mediate the way various 

workers react to these consequences (fig. 5., p. 40). We also know 

that there are other consequences operating in the environment which 
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can affect the worker's behavior, and these should be considered in 

conjunction with arranged consequences. 

(3) One set of behaviors we have elicited from the worker con

sists of his responses to various "attitude measures" we have designed 

to test his "predisposition" toward certain environmental stimuli, and 

other measures designed to test his knowledge of various events and 

processes taking place in the work environment. When diagnosing the 

results of these measures, we are careful to recognize that the worker's 

responses in this situation are ruled by the same processes as any other 

of his behaviors--i.e., the Law of Effect. Therefore, we must arrange 

the consequences of the worker's behavior in responding to our measures 

in such a way that they maximize the probability of a desired response--

e.g., "an honest answer." 

(4) Of major importance in our efforts to elicit desired work 

behavior are the valence of consequences of work behavior and the 

connection, or contingency, between the consequences and the behavior. 

When desired work behavior is emitted, we wish to maximize the probabil

ity that it will be followed by reinforcing events and minimize the 

probability that it will be followed by aversive events. In this way, 

we hope to increase the likelihood of such behavior being emitted under 

similar conditions in the future. Thus, we attempt to arrange the 

environment in such a way that this outcome is achieved. In doing this, 

we assume first that our view of what consequences should be reinforcing 

or aversive will be shared by the worker. We have termed this "intended 

versus perceived valence" in the diagram. Second, we assume that the 

worker will perceive the contingency between his behavior and its 
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consequences as we arranged it. We termed this "arranged versus per

ceived contingency." We gain some clues concerning the validity of 

these assumptions by reviewing the results of our diagnostic measures 

(block 3). 

(5) In order to enhance the likelihood that our efforts to 

arrange the environment in a manner designed to strengthen desired 

behavior (and weaken undesired behavior) will succeed, we undertake an 

evaluation of four interrelated areas. These areas (as shown in this 

block) are: (a) properties of the work environment having a social 

psychological impact on the worker's behavior (as listed and defined 

in table 22, pp. 331-33); (b) characteristics of the work force which 

may mediate their individual responses to environmental conditions; 

(c) various work design principles involving social psychological 

factors (specifically, those delineated in chap. IX); and (d) options 

for personnel selection and training. 

(6) In addition to social psychological considerations, other 

human factors considerations must be made. These are outlined in 

table 16, page 251. A useful means of conceptualizing man's place in 

the work system has been developed by George and Dudek (1974). They 

have classified man according to his primary function in the task set

ting as a "machine," as a "machine user," as a "machine controller," as 

a "machine servant," and as a "social interactor." 

(7) Social psychological factors (block 5) and other human 

factors (block 6) are evaluated in conjunction with technological and 

organizational considerations. These include: (a) the objectives of 

the organization and the properties and conditions required to be 
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exhibited in the output if objectives are to be met; (b) constraints 

under which the organization must operate, such as government regula

tions, union contracts, etc.; (c) alternatives for management policies 

and procedures, and organization structure; and (d) alternatives for 

process design, operator method, and the follow-on areas of the product 

engineering process (see fig. 35, p. 257). These four areas are inter

related, as illustrated in the diagram. In order to reach an optimal 

strategy for structuring the work environment, we will undoubtedly 

make numerous trade-offs between "ideal" substrategies involving human, 

technological, and organizational elements. This will involve an iter

ative procedure in which we first derive feasible solutions in each 

domain, determine which solutions are acceptable in view of our 

objectives and constraints, and finally select the best available, or 

optimum, solution. 

(8) We may be in the process of implementing a new solution, or 

refining one already implemented. In any case, we will need to know how 

the system is performing. This information is shown entering our 

deliberations from block 8 (note that we began our sequence by evalu

ating the performance of one of the systems elements—namely, man--and 

as we continue to do this it will bring us back through the sequence 

again). 

There are several points about the process outlined above that 

should be emphasized. First, it is quite complex, as should be obvious. 

Second, it involves the evaluation of many areas that are difficult, if 

not impossible, to quantify. Third, it requires the use of special 

tools and skills for problem solving, some of which may not be 
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available. The combination of these three characteristics means that 

in many cases we will have to rely on our best judgment in reaching a 

decision—a deterministic solution simply will not obtain. The more 

experience we gain in dealing with the concepts contained in this 

dissertation, the more likely our judgments in this area will be sound. 

Let us illustrate the foregoing process with a simplified 

example. Suppose we have been asked to consider implementation of a 

wage incentive system. We are in the initial stages of evaluating the 

idea. No specific plan is under study. We begin (at 2 in fig. 51) 

by noting that we must specify the performance behavior we wish to 

strengthen and determine how it is to be measured. Also, in order to 

monitor change in this behavior, we must determine the pre-incentive 

performance level.• 

Next, we check to see what employee data may be available that 

could add insight into the problem, such as attitude surveys and 

termination interviews (block 3). We consider collecting further 

information as the need arises. We then consider the questions of 

valence and contingency (block 4). Obviously, we intend potential 

incentive earnings to be a reinforcing consequence and thus be perceived 

as positively valent by the workers. We can safely presume that money 

*There are, of course, many factors in the work environment 
that will affect the worker's behavior. We must document the state of 
these factors as accurately as possible if we are to reach valid con
clusions regarding the correlation between the incentive factor and 
performance change. It may be useful to review the evaluative research 
approach outlined in chapter X (pp. 446-48) of this dissertation 
relative to testing the effects of a given program in an ongoing 
operation. 
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will have positive valence for the workers, but we need to consider the 

appropriate relationship between varying levels of performance behavior 

and varying amounts of money. We must also analyze the possibilities 

for arranging the contingency between desired behavior and incentive 

earnings. When we work out these problems, we will have the major 

portion of the incentive system developed. 

Proceeding to block 5, we pick out the properties which appear 

immediately relevant to our problem. These are: effort-reward bargain, 

individual incentive-organization success relation, incentive schedule, 

scope of incentive system, effort-reward guarantees, and incentive 

system adaptability (as defined in table 22, pp. 332-33). 

We then check the propositions dealing with monetary rewards for 

work (pp. 432-36). First, we note that proposition 25 (p. 432) indi

cates that an incentive system should not be a substitute for an equit

able basic wage. We make a note to check the wage situation for compar

able jobs, as well as any data available on employee's perception of the 

equitability of his basic wage. Looking next at proposition 27 (p. 433), 

we confirm our judgment that incentive earnings ought to be tied as 

directly as possible to individual productive output. Going on to 

proposition 28 (p. 433), we note that another consideration deals with 

the coordination of work group effort. This proposition will be impor

tant if we determine that group functioning is an important determinant 

of overall qoal achievement. We review the remaining propositions in 

this section--i.e., 29-36—noting that several propositions dealing with 

other areas are referenced. These propositions are 1-7, 12-18, and 26. 

We now have an indication of the many different aspects of the work 
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system that should be evaluated in conjunction with the project. The 

propositions also indicate several areas for investigation relative to 

worker characteristics and attitudes. A tentative listing of proposi

tions, properties, and worker-related information we decide to explore 

further is listed below. 

1. Propositions: 1-7 (pp. 423-26), 12-18 (pp. 427-30), and 

25-36 (pp. 432-36) 

2. Properties of: Effort-Reward Bargain, Individual Incentive-

Organization Success Relation, Scope of Incentive System, Incentive 

Schedule, Incentive System Adaptability, Effort-Reward Guarantees, 

Basic Wages, Salary-Contribution Relation, Worker-Product Relation, 

Supportiveness, Information Distribution, Interaction Opportunity, 

Participation, Cohesion, and the various properties dealing with 

intrinsic job factors, such as Variety, Novelty, Complexity, End-

Product Relation, etc. (table 22, pp. 331-33) 

3. Worker Related Information Concerning: general intelligence, 

task skills/abilities, interpersonal competence and various personality 

factors (e.g., n-achievement), education level, prior experience, back

ground, and various attitudinal measures, such as the worker's percep

tion of the supportiveness of the organization, the adequacy/equit

ability of earnings, job attributes (e.g., interesting-dull, 

challenging-simplistic, etc.) 

In our initial look at block 5, we also note that we should 

evaluate our options concerning selection and training. We may wish to 

institute a simple training program to familiarize workers with the 

provisions and mechanisms of any incentive system we decide to install. 
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It also occurs to us that selection may be an attractive option if 

certain worker characteristics that we have tentatively decided to 

explore turn out to be desirable. 

At this stage, we go on to consider other human factors areas 

that may be related to the development and operation of a successful 

incentive plan. Some of these will be closely related to the proper

ties we outlined earlier. For example, we will want to see that 

environmental conditions (temperature, illumination, noise, etc.) are 

checked to assure they permit satisfactory levels of human performance 

and provide for the physical well-being of the worker. This will be 

related to our consideration of content properties of the job under

taken from a social psychological standpoint. After noting areas here 

that appear relevant, we proceed to block 7 to investigate technolog

ical , methodological, and organizational factors. 

Among the major considerations which we first review in block 

7 are the organization's structure and its technology.• For example, 

we will need to consider the size of the organization, the number of 

locations, the organization's diversification or integration, the size 

of the central staff, the centralization or decentralization of policy 

and procedure, and so on. We must consider the style of production-

batch, flow, process, etc.--and how this may change in the future with 

increasing technology or new or diversified products. In this regard. 

•It is beyond the scope of this dissertation to consider the 
many important factors in this area that relate to the development 
of wage incentive systems. The interested reader is referred to 
Barns (1964), Whyte (1955), and Yoder et al. (1958) for elaboration. 
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we should examine the objectives of the organization, exploring such 

areas as plans for future expansion, mergers, foreign operations, 

implementation of automation, etc. Obviously, the incentive system 

must be technically suited to the process. There is no point in apply

ing an individual incentive scheme to a worker on a fixed speed opera

tion. By the same token, individual incentives would not be suited to 

an operation involving workers engaged totally in interdependent tasks. 

We must also consider the constraints under which the organization must 

function. Among these, one of the most critical for the success of an 

incentive system is the existence of a union and the concomitant con

tract provisions for work and pay. 

Our excursion through block 7 was only the first crack at a 

complex area. We should now have some further insight into the areas 

in block 5, however. We may be able to eliminate or consider satis

fied some of the propositions we have examined. For example, it may 

be that the operation we are considering applying an incentive system 

to involves no significant degree of task interdependencey. The 

workers function virtually independent of one another (e.g., pickers 

in an orange harvesting operation). Thus, we can emphasize compliance 

with proposition 27--tying incentive earnings as directly as possible 

to individual productive output--and deemphasize proposition 28--deriving 

the total incentive bonus available for distribution to the workers 

from the overall achievements of the work group. We may find that the 

size and diversity of the organization precludes applying the same 

incentive system "across the board" and, thus, eliminate proposition 

31 from consideration. Looking at the properties we have listed, it may 
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become apparent that some are crucial, while others are of lesser 

importance. We can rearrange our list in order of priority and then do 

the same for the propositions. We should now have an idea of the work 

force characteristics that are of primary importance, and other informa

tion regarding worker attitudes we need to know. This may, in turn, 

provide us greater insight into our consideration of selection and 

training options. 

In an iterative fashion now, we proceed back and forth between 

blocks 5, 6, and 7 until we have developed the outline for a tentative 

strategy involving the development, implementation, and operation of 

an incentive system. We go on to consider the possible impact the 

various components of the strategy may have if applied and, proceeding 

to block 8, explore ways of analyzing changes in system performance due 

to the incentive strategy. This will carry us back to block 7. Here 

we again investigate organizational objectives and specifically analyze 

the way in which the incentive strategy is to enhance achievement of 

those objectives. We identify the properties and/or conditions 

required to be exhibited if objectives are to be met, and determine 

criteria for effective system performance. 

We may now wish to begin collecting the data we have decided 

is necessary to our problem solution. After this has been accomplished, 

we run through the application process again, using the results of our 

data collection and analysis to investigate issues left unresolved in 

our initial considerations. 

After going through all this, we still have a great deal to 

do before we formulate a final plan. These are only the initial steps 
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and are concerned primarily with social psychological factors. For one 

thing, if we adhere to proposition 30 (p. 434), we should formulate 

the final incentive plan in a participative manner. More importantly, 

we must gain top management support for our approach to the problem 

and make sure top management is involved throughout the process of 

developing the plan. It is also top management which must first 

broach the idea of an incentive plan to the union. The union should 

then be involved in the final development of the plan, along with the 

workers. All of this is pretty standard procedure (or should be) for 

a staff function. 

One final word: after all is said and done, and the plan is 

implemented, our job has just begun. One of the most common causes for 

the failure of incentive plans is neglect. Provision for, and action 

to, monitor and update the plan is a prerequisite to a successful 

incentive system. 

This example should serve to illustrate the nature of the 

beast we are dealing with. The problems of work design are complex 

and multivariate. A plan to apply some given strategy, whether it be 

enrichment, participative decision-making, or an incentive scheme, 

will invariably lead to a consideration of factors in each, as well 

as other areas. 
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ŝtudy of cohesiveness and productivity. Human Relations, 1951, 
4,, 229-38. 

Scheflen, K. C ; Lawler, E. E.; and Hackman, J. R. Long-term 
impact of employee participation in the development of pay 
incentive plans: A field experiment revisited. Journal of 
Applied Psychology. 1971, 55, 3, 182-86. 



501 

Searles, D. J.; Brancht, G. N.; and Miskimins, R. W. Work values of 
the chronically unemployed. Journal of Applied Psychology, 
1974, 59, 1, 93-95. 

Seashore, S. E. Group cohesiveness in the industrial work group. 
Ann Arbor: University of Michigan Press, 1954. 

Shaw, M. E. Some effects of problem complexity upon solution efficiency 
in different communication nets. Journal of Experimental 
Psychology, 1954, 48, 211-17. 

. Some effects of irrelevant information upon problem-solving 
by small groups. Journal of Social Psychology, 1958, 47, 
33-37. — 

. Comnunication networks. In Advances in experimental social 
psychology, vol. 1, pp. 111-47. Edited by L. Berkowitz. 
New York: Academic Press, 1964. 

, and Costanzo, P. R. Theories of social psychology. New York: 
McGraw-Hill, 1970. 

Shaw, M. E. Group dynamics; The psychology of small group behavior. 
New York: McGraw-Hill, 1971. 

Shepard, J. M. Technology, division of labor, and alienation. Pacific 
Sociological Review. 1973. 16, 1, 61-87. 

Sidman, M. Normal sources of pathological behavior. Science, 8 July 
1960. J22. 61-68. 

Singer, J. E., and Shockley, V. L. Ability and affiliation. Journal 
of Personality and Social Psychology. 1965, 1, 95-100 

Sirota. D.. and Wolfson, A. D. Job enrichment; What are the 
obstacles? Personnel, May-June 1972a, pp. 8-17. 

. Job enrichment: Surmounting the obstacles. Personnel, 
^July-August 1972b, pp. 8-19. 

A pragmatic approach to people problems. Harvard Business 
Review, January-February 1973, pp. 120-28. 

Skinner, B. F. The behavior of organisms. New York: Appleton-
Century-Crofts, 1938. 

Science and human behavior. New York: Macmillan, 1953. 

Beyond freedom and dignity. New York: Bantam/Vintage, 1971. 

Slater, P. E. Contrasting correlates of group size. Sociometry, 1958, 
' 21, 129-39. 



502 

Smith, M. B.; Bruner, J. S..; and White, R. W. Opinions and personality 
New York: John Wiley, 1956. 

Sommer, R., and Becker, F. D. Room density and user satisfaction. 
Environmental Behavior. 1971, 2. 412-17. 

Souelem, 0. Mental patients' attitudes toward mental hospitals. 
Journal of Clinical Psychology. 1955, r[, 181-85. 

Staats, A. W. Learning, language, and cognition; theory research, 
and method for the study of human behavior and its development. 
New York: Holt, Rinehart, and Winston, 1968. 

Susman, G. I. Job enlargement; Effects of culture on worker responses. 
Industrial Relations. 1973. 12. 1. 1-15. 

Swain. A. D. Design of industrial jobs a worker can and will do. 
Human Factors. 1973. 15. 2. 129-36. 

Tannenbaum, R.; and Massarik, F. Participation by subordinates in the 
managerial decision-making process. Canadian Journal of 
Economics and Political Science. 1950, pp. 408-18. 

Taylor, F. W. The principles of scientific management. New York: 
Harper & Bros.. 1929. 

Taylor. L. K. Not for bread alone: An appreciation of job enrichment. 
London: Business Books.Ltd., 1972. 

Taylor, J. B., and Parker, H. A. Graphic ratings and attitude measure
ment: A comparison of research tactics. Journal of Applied 
Psychology. 1964. 48. 37-42. 

Thibaut. J. W.; and Kelly, H. H. The social psychology of groups. 
New York: John Wiley. 1959. 

Thistlewaite. D. Attitude and structure as factors in the distortion 
of reasoning. Journal of Abnormal and Social Psychology, 
1950, 45, 442-5ir 

Thorndike, E. L. The fundamentals of learning. New York: Teachers 
College, Columbia University, 1932. 

Thuesen, H. G.; Fabrycky, W. J.; and Thuesen, G. J. Engineering 
economy. Englewood Cliffs, N.J.: Prentice-Hall, 1971. 

Thurstone, L. L., and Chave, E. J. The measurement of attitudes. 
Chicago: University of Chicago Press, 1929. 

Thurstone, L. L. The measurement of social attitudes. Journal of 
Abnormal and Social Psychology, 1931, 26, 249-69. 



503 

Tiffin, J., and McCormick, E. J. Industrial Psychology. Englewood 
Cliffs, N.J.: Prentice-Hall, 1965. 

Tolman, E. C. Purposive behavior in animals and men. New York-
Century Co., 1932. 

Trist, E. L., and Bamforth, K. W. Some social and psychological con
sequences of the longwall method of coal-getting. Human 
Relations. 1951, 4̂ , 3-38. 

Trites, D. K.; Galbraith, F. D., Jr.; Sturdavant, M.; and Leckwart, 
J. F. Influence of nursing-unit design on the activities and 
subjective feelings of nursing personnel. Environmental 
Behavior. 1970, 2, 303-34. "^ 

Turner, A. N., and Lawrence, P. L. Industrial jobs and the worker: 
An investigation of response to task attributes. Cambridge, 
Mass.: Harvard University Press, 1965. 

Urwick, L. F. Are the classics really out of date? In Fundamentals 
of management: Selected readings, pp. 38-47. Edited by 
J. H. Donnelly, Jr., J. L. Gibson, and J. M. Ivancevich. 
Dallas, Texas: Business Publications, 1971. 

Viteles, Morris. Motivation and morale in industry. New York: 
Norton & Co., 1953. 

Voris, W. Production control. Homewood, 111.: Richard D. Irwin, 
Inc., 1966. 

Vroom, V. H. Work and motivation. New York: John Wiley, 1964. 

Walker, C. R., and Guest, R. H. The man on the assembly line. 
Cambridge, Mass.: Harvard University Press, 1952. 

Watson, J. B., and Rayner, R. Conditioned emotional reactions. 
Journal of Experimental Psychology, 1920, 2» 1-14. 

Wax, M. L. Indian education in eastern Oklahoma. Washington, D.C.: 
United States Office of Education, 1969. 

Wells, B. W. P. The psycho-social influence of building environment: 
Sociometrie findings in large and small office spaces. 
Building Science, 1965, 1, 153-65. 

Whyte, W. F. Money and motivation. New York: John Wiley, 1955. 

Williams, R. L. The silent mugging of the black community. Psychology 
Today. 1974, 7.. 12, 32-41 and 101. 



504 

Winch, R. P.; Ktsanes, T.; and Ktsanes, V. Empirical elaboration of 
the theory of complementary needs in mate selection. Journal 
of Abnormal Social Psychology. 1955, 21, 508-13. 

Winpisinger, W. W. Job satisfaction: A union response. The 
American Federationist. February 1973. 

Wolcott. H. F. A Kwakiutl village and school. New York: Holt. 
Rinehart, and Winston. 1967. 

Wolf, M. G. Need gratification theory: A theoretical reformulation 
of job satisfaction/dissatisfaction and job motivation. 
Journal of Applied Psychology, 1970. 21, 87-94. 

Wools, R., and Canter, D. The effect of the meaning of buildings on 
behavior. Applied Ergonomics. 1970, 1, 144-50. 

Yoder, D.; Heneman. H. G.; Turnbull. J. G.; and Stone. C. H. Handbook 
of personnel management and labor relations. New York: 
McGraw-Hill. 1958. 

Zeitlin. L. R. A comparison of employee attitudes towards the con
ventional and the landscaped office. Report to Organization 
and Procedure Department. Port of New York Authority, 
April 1969. 

Zigler, E., and deLabray, J. Concept-switching in middle-class, lower-
class, and retarded children. Journal of Abnormal and Social 
Psychology, 1962, 65, 267-73. 

Zigler, E., and Kanzer, P. The effectiveness of two classes of verbal 
reinforcers on the performance of middle- and lower-class 
children. Journal of Personality, 1962, 20. 157-63. 







*; \-\K*'^3-' "'^ 



.SM. ^ , ^ * . , , - * 

W^'A-

I;-

,.-ra^i 



"};,*•. ' 

i ^ 

.iA.. 



H. . 5 > ' 

1 





fw 
J'* 

•7 * f V 

? . ' 

'''- '', '"' 

l / / " 
g^,>. 

? * » > ' • 






