" DOCUMENT RESUME

ED 101 072 CE 002 805

AUTHOR Qvale, Thoralf Ulrik

TITLE Norwegian Field Research Projects in Industrial
Democracy.

PUB DATE Aug 74

NOTE 20p.; Marqinally legible; Address given before

International Conference on Manpower Training and
Development (3rd, Oslo, Norway, August 1974)

EDRS PRICE MP - $0.76 HC-$£1.58 PLUS POSTAGE

DESCRIPTORS Adult Education; *Change Strategies; *Democracy;
Experimental Programs; Foreign Countries; Horizontal
organization; Industrial Structure; *Industry; Job
Training; National Programs; *Organizational Change;

‘ *Pilot Projects; Research; Speeches

IDENTIFIERS Industrial Democracy; International Conf Manpower
Training Development; *Norway

ABSTRACT

. The Industrial Democracy Programme (IDP) of Norway
seekd to create conditions for a self-supporting. change process in
industry, rather than implementing a ready-sade model, believing that
it is more valuable for employees to learn to change their
organizstion than for the specific solution to be found. The central
probless, therefore, have been to build up involvement, commitment,
and competence in the work-force, so that the responsibility or
"ownership" of the project is taken over by those affected by the
changes., The strategy has been to work through the existing
(management and union) pover structure, tc set up a limited (in time
and space) experiment or demonstration in a shielded area, and let
the "force of the example” be the dynamic factor in the diffusion
process in the whole plant. To make the first step toward
experimenting with nev forms of work organization and job design,
establishing autonomous work groups has been quite effective. (Before
dealing with implications, the speaker describes fairly concretely
tvo cases from projects in which IDP has been involved.) The
autonomous work group system has to be combined with training and
supported by a system of resource persons or departments able to
contribute in joint problem solving. (Author/AJ)
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INTRODUCTION:  THE HISTCRICAL BACKGROUND

The Industrial Democracy Programme (IDP) in Norway departed
from the political debate around the issue of participation/
democratization in industry which was taken up again around
1960. The two central labour market organizations: The
Confederation of Trade Unions (LO) and the Confederation of
Employers (NAF) set up a high powered Joint committee to
sponsor research in the area, and éontact with a group of
researchers was established. The first phase of the programme
consisted of a study of national and foﬁéign experience with
formal representation of employees at the board level in enter-
prises. The report (Thorsrud & Emery 1964, 1969 a) fvom this
Study was generally negative to the effects of this quasi-
parliamentary approach to the problems. As an alternative to
this form of indirect participation, the researchers suggested
starting a series of experiments with improved conditions for
direct participation in the daily work situation in industry.
This approach - the second phase of the IDP, would have the
advantage of building on the existing strong trade union/shop
steward system, it would be a continuation of the developing
joint information/consultation systems in companies and in the

long run better possitilities for learning and decision-
making in the work at lower levels could create conditions for
a representative system to funetion and mean something new in
the organization.

These arguments were accepted by the leaders of LO and NAF.
For the trade unions the prospect of a project that would
involve a majority of the members rather than a small group

- of elected representatives was of course important. Holter's

study (1965) also indicated that employees were”interested and
thought they could contribute in decisions relating to their
immediate work situation. (The same results, incidentally,

are found among British employees in a recent study

(Lischeron 1973)). For the employers improving the quality of
working life of employees was expected to contribute to positive
attitudes towards the companies and the British experience
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upor whieh the THP wuilds fTavigtock Institvute) indicates
that this can be done also in modern technology without

reducing productivity.

The LO/NAT joint committee made a list of companies expected
to of fer Tavourable conditinng for oxperimentaticn. Come of
these were approached, and piven the stronp instisuticnal suppert

for tlie Proient, most apreed to take part. (The coriteria

.used fer celection: The company cheuld have a goed indusirial

relations record, a well organized union and personnel policy
and be typical in terme ot technology for a substartial part

of Norwegilan industry.)

The first experiment tock place in a wire drawing mill in &
steel works in 0Oslo. the second in the chemical pulp department
of a paper and pulp mill near Kristiansand, the third in an
electric heater production department of a light enpineering
company in Trondheim, and the fourth, (which is rather &
series of projects than an experiment) in a chemical procese

company in Porsgrunn.

In 1969 the report from the first four "experiments” was pul-
lishad (Thorsrud & Emery, 1962 bL¥, and the joint committee de-
cided upon sponsoring a controliled diffusion in Nerwepilan
industry and service organizations, which is now taking place.
A third phase of the programme involving changes in the schocl
system according to the same basic ideas and values was startad
around 1970. Also in this case, the research has itz hase in
the Work Research Institutes in Oslo.

Arcund 1970 the political debate arcund industrial democracy
arcte again, and & law giving emplovees representation on the
menagement boards (if more than 50 employees) apd cn a new
supervisory board (if more than 200 employees) wa: passed.

This iz one of the reasons why progress in the TDD generally
has been s1ow since 1970. The organizations' enerpgy and interasy
naturaliy concentrated on the implementation of the new law.

Therefore diffusion to new enterprises has lLeen golng very

a | | o




BEST COPY AVAILABLE

slowly, with an estimated number of 30- 4o actively taking
part in the Programme to-day. Of the original 4 projects

which were designed to act as demonstrations for the rest of

industry, there still is consistent development in 2 or 3.

However, interest has been rising quickly. in service organi-

zations, and projects have been launched in a bank, an oil
company, in the Norwegian merchant marine, and a wholesale
company.

In the concluding parts of the pPaper we shall deal somewhat
more in detail with what has been happening with the IDP at

. the national level. But first we shall give a drief presen-

tation of the theories and Principles behind the concrete
changes that have been made.
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There aye two certral elements Foradng the theoretic
for the IDP, = the erganizaticnal tneory, which is Tavistork
preumakly well-known open nocic-=teshmical aystems, (fee o.5,.
Durery amd Trict 1660) and the theory ahout seooial ohanpa,

which also draws heavily ubon Tavisiock experien:e und sheoriss.

We shall not lere try to give any comprchensive precenteivon

of thecnies, and T w1l rufer those Interested to puklications
fram 1he Taviutock creup (e, Emeyy & Trist 3972), mut I shall
marxe a few central points and vy to deal somewhat more in
detall with the pracrica?l solurions faund when trying to imple-

hent these theorien

As Tex o the design of work erpanization end jobs are con-
ceried, coclo-technical vheory departs from a critigue of the
¢ far dominant principles, i.a. Taylor"s "Scientific Masapement",
This critique is very much ttre same a5 thet of the "Human
elations" thewreticians Tike McOrapur; ointznﬂ e thne
rative tecial and poycholerical affeats of tesh {ragmentastion,
cialization in werk, standariization of jobs, external coutrol,
centralization ete. Pui tie Human kalations rescarchers have

ed in pointing to any realistin alrernatives, so Taylor's
principiar have heen accepted as races.ary mesns to maintain a
high Level) of preductivity. Tl cenio~tenhnical ides was that

current yractices needlessly roducsd the workers' noss) bilities

»
¥

for using and developing their humas cspabilities or wesourceds.
50 alvernative ways of denigniug iabe and work erganizationc
were ©pelled cut barfed on the cohservation that humar, eings
would te mert of fective 37 perlorming *arkao neing rheiy human
capatilitios vahter than deing worv o.p. as an sppend’x to

-
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MECIH NG, Gy.2Y s principics uere offective ds & means to net

a larpe nunber of unrkilled, unexperienced workers Suto industiy
s [

oy - - . " < . . . N b "~ M
SO eayly Thate of the insus rralication. Jo-day Lighar lewe?

NEF e e et . - - ' e . H :
o eniation, new vechnolopy and nove h@?hhﬂutﬁ?!ﬂ&l cutions,

the generally incrozsing roue of change and y0 nd Telities]
ASPITATLAne, make Maylor's princivles ohrolete. Bout rrill
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portant tool to start a process towards changing work roles.

In manufacturing industries the production tasks usually avre
highly interdependent. According to Taylor jobs would still

be designed so that one man holds one job, and coordination/
handling of variance along the work flow is taken care of at
higher levels. The aut -~omous work group alternative has

been to allocate a numi.. of interrelated tasks to a group
whose members jointly hold the responsibility for all internal
tasks, like producing, planning, distribution of jobs etc.

This means that variqpce to a much larger extent is handled

at the shop floor level, rather than through a hierarchy. This
also gives autonomy to the individual to some extent. The "job
enrichment" alternative seems to fail in this because in-
creasing the level of discretion for individuals who work

along a technologically intergrated production line usually is
quite impossible,

In the IDP the central objective has been to create conditions
for a self-supporting change process in industry, rather than
implementing a ready-made model like e.g. autonomous work
groups. This point frcquently has been misunderstood and needs
some elabcration, whiah brings us into a discussion of our
strategy for change. This, however, we shall--limit—te-the- plant
level disregarding the national aspects which may be somewhat
too specificly related to Norwegian conditions.

The IDP is concerned with industrial democracy, the idea being
that it is valuable for employees to increase their influence
over their work situation. This means that learning to change
their organizaticn ic important, and more important than the
specific solution found and which is only of temporary validity
anyway. The central problems For the researchers therefore
have been to build up involvement, commitment and competence

in the work-force, sc that the responsibility or "ownership"

of the project is taken over by those affected'by the changes.

In principle our strategy has been to work through the existing
(management and union) power structure, to set up a limited
o (in time and space) experiment or demonstration in a shielied

8



BEST COPY AVAILABLE

e ey en 6 1 e

Corp :
a2 Tunion procen s v Leowe

-
*

"

-

VIC v o ther Ut lewar

Towd tmentt to Wi !

L
* Y
PRSI
Vot

ma el

wi o, more reipon: ibloe

s

maiarity of

)

WAPKer™: T a2

e Imysis of wyatoen

1t

mevt wWill nave Lo ke ol

cxmeviance fron vorking onoes

-

Amonyt leadera, heowery, Vou v

.‘a.‘,l

\
e te W W

SUN AT

[

)

roert

Yo orike
it can miniminad oy

b & h }

payment, yoduneancier and

F

af

andé the support Iram resrectc

the comranlizaticon ., Tihe oo

or mancgrrs An ataev :cvg.ani

cavalunted ansd 15 reseite foun

Yewiy builet The naxt swar,

e
i

Ine cepntral fuanction a? 1he

Lo

o
L]

s vemons tyate thedt v 1

lamite: une of

hapertanne for the tndividual’

impeding the produactivity.

L]

Mave heer demoasiraveg mnors ¢

w w2l

condivinns for Tarper and aor

exprored to arisoe,

’1*.

S
[ 1

KA
[

thas B ' TOWEd: oD

M e

of werl evganization énd ol d@ﬁiﬁ

armnie'

G

enge (e,

¥

13}":

experiyent

EXLTYE TEsSOUTCR!

0

e
“
Daany

e factmy

ISP
401

SVTIRTA G

-

o R TR

13T NE

W ing T awarar

-

carnot he espected; Nrom o any

DY grouy Of ML oYRes oh

informartion enlyv,  Covmd e

Sracyally  thisough paren.gl

ehanped confl e ons,
131 veaalldy v suftlaiert
if the
(o, o

S e
[N

ragk Falluwving

LaEranteen ARAINET A0

N

partial, weeotrelled

Q persens alss fem auts Fde

U LENISTL, PMSE S LANE

s with axpmwienma aan he

A pesitive and Intapect her

My He talen

"quasincxpmrfm@nrul” BAPpY i

I

chHANpes

NOSsLYle wi a3 fo3

AT YR, IR S o

T AR

~1y
af
shtuasiom wivthoeot

rertanal

e,
v

WY

o
N
el

HOe roaliatin dcterrativens

. GYEIR S PR GRRET P Ve § -

emma Emer 1Ll

R IRREY

1..\-}' [N e

eowidesoread changes e e

rdmanting with rew foras

e estaRlishing wotoromes s

work Zroups a5 heen quibte olfective in oo arge veriery of
innustieral settings and 31s0 In vhe gerdive cuclbor, YU ochiee)
itmed Lately be noted, rrough, hal tarae gooame A5 Har e

BWOTO A teymn of interroal

shmucte

y e ol o

Secreions they handle and Leval nl seciel aategration, (P
Gu.owsen 14772). noall cRcesr thow chanpe anoo Toreter ot o1 me
S UMTO Y e, NI ET N S LS A DU ey Ty ot t g

O

ERIC

Aruitoxt provided by Eic:

AT foniond



pm COm oY MLABLE

an early stage in a project, because it is fairly easy to
grasp and it concerns central variables in the 1nd1v1dual'
work situation.

SOME _EXPERIENCES WITH NEW FORMS OF WORK ORGANIZATION

Before dealing with implications for personnel policy ete.

we shall briefly describe fairly concretely two cases from
projects in which we have been involved. First we shall
dqscribe what the two cases have in common: Both projects
came fairly late in the series of experiments, and initiative -
was taken by management who approached the central organi-
zations and the Institute aftep discussions with the local
union. After preliminary agreement a working party composed
by line managers and shop stewards travelled around visiting
the companies involved in the IDP. Then information about
the project in general was given to all workers and employees
in the areas in question by the working party, researchers
and central LO and NAF representatives. Then a period of
bargaining followed after which an agreement between local
.union and management was drawn stating the formal conditions )
for an experiment. At this stage there was agreement as to
which criteria for evaluation to ‘use after an experiment, and
a suitable area for the first changes selected in cooperation
with those working there. Then Preparations for changes followed,
like multi-job training, developing information systems to be
used by the autonomous work groups, minor technical changes

and more 1nformat10n given to those to become involved. Shop
stewards Play central roles here, keeping direct contact

between the working party and the group members. Then the
experiment with one or more groups starts, after a period of

9-12 months the results are evaluated, and a decision to

continue was made in both cases. Technology, .environmental

and social conditions, however, gave quite dlfferent types of

, groups and different patterns of development.

ER&§ ‘10
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1. THE CHEMICAL PLANT.

Here the need for change was very manifest. Labour turnover

was very high (50%+), productivity low, costs and level

of conflict high and working conditions quite bad with

heavy work, heat, gas, noise and continuous shifts. A few
hundred workers were employed in the sections in question
producing a single product whichenjoyed a steady and growing
demand. Management found the traditional approach of tightening
up control, mainly through addingfmore supervisors and staff
specialists, could not solve the blant'siproblems,’but created
hostility in the workers. Shop stewards were worried about
working conditions, the high turnover which created problems
for the union too and tendencies to the formation of fractions
within the membership because of the specialized work organi-
zation with groups of "specialist-wovkers“kperforming one
single function on the ca. 200 identical production units in
the plant. As several process operations as well a maintenance
had to be performed on each shift, a large number of groups

of workeres were moving around coordinated by a similar number
of foremen and supervisors. These groups tended td develop
"special interests" and conflicts between them. As preparation
for a change towards autonomous work groups (each with =7
members covering all production tasks in a part of the plant)
the payment system was changed so that they all started at the
Same high basis and got personal additions for acquired com-
petence plus a group bonus for production performance. A
training scheme of 100 hours practical-theoretical training

was carried out, daily production meetings between line manage-
ment and workers held, seminars for key persons held, and at
intervals mass meetings for all working in the area including
the top manager. On the daily production meetings ca. 1000
suggestions were put forth during the first four months,
leading to‘hundreds of minor changes. Together with the
training this contributed strongly to building up trust to
management in the work force., After ca. 8 months of this type
of preparations, one group was made autonomous with the right
to handle internal tasks without the interference of the
supervisor. The group immeditely suggested moving one job
and one man to daywork, as tg&i wae possible for technical



their autonomy. Labour turnover was still high, meaning that

reasons and desireable for social reasons. This was done with
good results, and a few weeks lager the rest of the workers
in the area started with similar experimenting.

The progress, however, was very slow. What was important was
that consensus as to the reasons for this developed in the
workers and management. The production process was out of
control and the problems could not be handled solely by the
groups. Thus there were serious technological constraints on

competence in the workforce was only slowly building up.
Therefore the working party decided to put emphasis on process
development and information handling systems and to develop
better equipment so that heavy tasks could be mechanized. To-
gether with a better recruitment and introduction system this
should hopefully contribute to a more stable work force. Special
project teams where also the workers were represented, were
established in order to deal with thesé problems. This gave
better solutions than those specialists might find alone, and
the "resistance-to-change-problem" became non-existant. Staff
specialists, managers and workers have gradually learnt to

work togh:ter and solv~ problems, and this was accoirding to the
production manager the most important'achievement during the
first few years. Thus the project can be described as a step-
wise establishing of conditions for groups to function auto-
nomously. Ideally, most of these conditions should have been
established before launching the group system. However, there -
was no general commitment to do this before the group system
had heen tried and the people had learnt together what this
implied. '

After 4 years labour turnover was reduced to an almost accept-
able level (15-20%), production yield was very much higher
and working conditions improved. Each of the five shifts con-
sists of 3-5 groups, each with its own special internal
errangements. The supervisors areibetter trained and move
towards a "boundary contrel" rolewi Diffusion to other pro-
duction and mainternance departmentg has taken place, and

there is still, after 6 years full support to the project

oo 12
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from the involved parties, although the term "project" has
been dropped, - it is a permanent way of working.

2. THE WAREHOUSE.

. This is a state monopoly for the distribution of pharma-
ceuticals in Norway. Initiative was taken by the personnel
manager who feared growing turnover and size of the organi-
zation could - if nothing was done to avoid it - in the long
run create problems with recruiting good people to handle

the drugs. At this stage, the company had a very stable

work force in the warehouse built around a nucleus of very
experienced responsible people who had earlier worked in
smaller, private pharmaceutical distribution companies. Grow-
ing size would mean more specialization of tasks. Combined
with rising level of education i3 the community, the company
had reason to fear loosing out on the 0Oslo labour market. The
employees reacted favourably to a proposal to join the IDP,
and after a year of preparations, two autonomous groups in
one warehouse department were established. These groups

pack individual orders from pharmacies. The central changes
initially involved transferring a number of planning, co-
ordinating and personnel administration tasks from the.super—
visors to the groups. .Internally the groups had some job
rotation for training purposes and when need arose for
production reasons, but the single job was basically un-
altered and consists of packing individual orders still.

The changes were felt as very important = a strong feeling

of having the responsibility for the operation of the depart-
ment arose. After a year diffusion to two other waréhousing
departments took place, so that ca. 80 of the 300 employees
were directly affected. The changes revealed a large need
for training, and a special program for this was developed.
As the role of the supervisors necessarily had to change

from the start, their co-~operation had to be secured immediately.

During some months they worked themselves out of their old
roles by training group members to take over. Then they

13
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moved into other tasks at higher levels. As the project
coincided with the planning, building and moving into new
premises, a large need for extra rslanning capacity was

there, and is partly covered by the former supervisors.
Productivity and satisfaction with the new system is general-
ly high, and new ideas for futher changes are generated
systematically. In principle most changes have come in

‘the form of delegation of tasks to lower levels. The physical
jobs are the same, but a number of coordinating problems have
to be solved jointly by the group members which contributes
to (the slow) development of consensus and shared values.

One of the strongest sides of the groupé has been their
ability to deal constructively with social problems.

To sum up the cases: Both projects departed from manifest ou
expected future problems with the companies' relationship to
the labour market. The political debate around industrial

o~
i

démocracy and the rising prssure for participation contri-
buted to leading the companies towards starting with partici-
pation in changing the work organization. But working from
this point of departure lead in Quite different directions.
In the Chemical Plant changes in technology and control
systems were of crucial necessity, while the Warehouse orga-
nization required first changes in sunmervisory roles and then
more generally in personnel policy. In both cases, though, it
has been necessary to builc a strongqorgénizations to support
the shop floor development and arrange for changes in other
areas once need arises.

14
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IMPLICATIONS FOR PERSONNEL POLICY =~ THE ROLES OF SPECIALISTS .

In each single project liﬁe management and the local union
have had the main responsfbility for the development, but
using staff specialists anb departments as resources to be
drawn in when needed. The: Personnel Department usually have
heen~§ui¢euheavilyminvolyehvin a number of different ways
which cannot easily be described unless in connection with
fairly extensive case presentation. fNew.training systems, re-
cruitment and introduction procedures, new payment systems and
career patterns have had to be developed and then frequently
changed again, which naturally affects also the personnel de-
partments. The general experience is that a number of tasks
have to be decentralized, - including several traditionally
placed within the Personnel Department. In the Chemical Plant
several functions were decentralized and taken care of by a
secretary especially employed by the plant and working closely
with line management and shop stewards. Thus selection of new
workers, training of them before enfering the'jobwand intro-
duction to the work group could be done very much better than
before. In the Warehouse new career patterns immediately came
up as a need; when the supervisors "disappeared", new roles
for them had to be found, - in the long run further education
may be necessary. For the group members alternatives to the
traditional advancement to supervisors had to be foud.

In general, though, the consequences for the Personnel Depart-
ment are not very different from those of other specialist de-
partments. The autonomous work group system has to be supported
by a system of resource persons or departments able to con-
tribute in joint problem solving. This means that we move away
from the traditional conceptions of the hierarchy, chain of
command etc.” Information and control systems may just as well
be horizontal as vertical. Matrix organizations (Herbst 197u,
Kingdon 1973) will take over and mean new combinations of
traditional and new modules and systems are possible and
feasible (Thorsrud 1974). To give some examples: In the
Chemical Plant the training scheme was designed by a work

16
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group composed by process operators, production engineers, a
supervisor and a professional teacher from the company's
training centre. A new payment system was designed by a
similar group in which a former rationalization expert did
most of the statistical work to create a basis for the bonus.
In another case a direct communication link between the Sales
‘Deﬁértment and autonomous work groups gave very effective co-
ordination between customers' demands and the groups' pro-
duction. B

TRAINING:

A growing number of companies are seeing training of ‘
employees, including their unskilled workers as a necessary
condition for survival in the long run. To be able to take
new technolocy efficiently in use and to keep its best
employees, training and improved job design seem inevitable.
In our field projects training-always play an important role,
and the largest investments in time and money have been in
this area. Here we shall concentrate on ecperience with
training of unskilled workers. The general respons from
.workers when offered training is very positive if:

- the training is seen as immediately relevant for
their work. This is particularly .important for
the first sessions

- the training is a part of a larger scheme involving
job design, a career, and usually also increased
payment

- the training is not arranged as "school sessions"

It seems to be very little interest for training for its own
sake, and even if there is an economic incentive this is not

a sufficient eondition to create participation from any majority.
We have found that the best procedure is to start with theore-
tical and prqctical aspects of the concrete work, - and move
"backwards" into more pure theory. Using the plant's own ‘
managers and engineers as "teachers" is usually best, also
because this gives them.training in acting as resource persons
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for the worker:. 1In e.g. the Chemical Plant it was possible to
get almort 1003 participation in a two week basic course al-
though a fair proporticn of the workers were more than 50

years of age. Teaching and discussions were partly held in

the plant, partly in the training centre whose own staff pro-
vided the recessary equipment. Special books for the courses
were written by the plant's engineers. Later, the training
centre staff has taken over more of the teaching to reduce

the wopkload on the plant's staff.

Whether exams shculd be held or not, has been a'recurrent
issue. Professionul teachers seem to insist on exams in order
to get feedback from their teaching. In the Chemical Plant
workers strongly resented being "tested" which was too much
like "schecol™. A - cmpromise was reached by arranging group
exams 4t wnich group: of workers jointly solve problems which
they find interesting and helpful and satisfies the teachers'
need for feed-back.

At a later stage in this particular company the union -
managem=nt agreement was revised so that the right to learn
in work and management's obligation to give training opportu-
nities were included. The payment system, which earlier had
been on a job evaluaﬁion basis, was generally changed so that
competence became the decisive factor. Thrcugh five steps of
practical and theoretical training process operators get the
status and payment cf skilled workers. Parallel with this
development conditions of employment (working hours, security of
employment, pension and sickness benefits) have been harmonized
to remove distinctions between workers and other employees.

Tn all cases changes in job design towards wider, less
structured jobs have had training of workers and supervisors

as a precondition. In addition, we invariably have experienced
that once the changes are made or attempted, a need for more
and different types of training arise. Learning in work and
learning through special courses or improvised in-plant
sessions have to be mutually supporting parts of the change
process and the concrete form and contents of these have to
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be adapted to the special circumstances in the particular
company. In the longer run, however, learning on the work
Place will have to be interlinked with external educational
and funding institutions so that having career patterns
beyond the limits of the single company Lecomes realistic
alternatives also for white and blue collar workers.

SOME CONCLUDING REMARKS

At the national level interest for the IDP now seems to be
picking up again. The central organizations have decided to
increase their efforts in promoting changes, and the National
Basic Agreement has been strengthened to give a better formal
basis for the Programme. Even more important is possibly the
general situation in industry which now in many .ways is more
"ripe" for this type of changes. The labour market is harder
pressed than ever and industry seems to be the losing part in

the competition for workers and professional people. The

Swedish development, which was triggered off in 1969 by the
Norwegian experiments, also sets a powerful example demonstrating
'bossibilities for substantial improvements in a large variety

of technologies. Further, the training of managers and shop
stewards which has been given by NAF and LO ‘systematically
through the last 7-8 years has prepared the ground somewhat.
One important effect of this has been that engaging in the type
of development at which the IDP aims, is not any longer seen as
so difficult and demanding as during the first years of experi-

' mentation. Extensive help from researchers, a thorough socio-
~technical analysis, the use of large resources in a concentrated

way, which were parts of the first experiments, are not required
in a-general.diffusion phase. In the first experiments it was
necessary to prove quite quickly to a sceptical world that it
was possible and that changes in job design had implication
beyond the shop floor. Once this has been ,(proved" or at least
_accepted as possible and desireable, another, less intensive
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approach is more ieasible. It is a general experience that
progress has to be slow. Even if the gocio-technical system
can be altered rather quickly, the people operating it need
time to learn and to develop.

"All work in connection with typing and printing this
document is performed by Manpower A/S, Drammensveien 30,
Oslo 2, Tel.: 56 u3 8&}) ‘
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