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ABSTRACT ,
' . paper I: Using information from the national 1973

Quality of Employment Survey, the following assertions are examined
~relative to white employees: (1) Employees with more years of
schooling and experience can obtain more agreeable and better~paying
‘jobs and (2) among workers with equal schooling and experience, those
~ with more agreeable jobs must accept less pay. It vas concluded that
. school and work experience both pay off in more dignified and

" meaningful work and that finding evidence of wage differentials which
. compensate for nompecuniary benefits is very difficult. Paper II: A
' survey of unionized municipal workers was done to determine whether

"~ the new generation of educated workers would make new kinds of job
. demands. A ques:ionnaire was mailed to 164 accountants, 214 college

- office assistants, and 427 social service supervisors and
administered to 90 nurse's aides through interviews. It was found
that the desire for changes in the job seems related to patterns of
satisfaction and dissctisfaction with particular job aspects rather
than to age or education. Paper III: Utilizing information from the
- game survey as Paper II, an analysis of responses suggests that union
~ leaders do not initiate demands for job enrichment because they
. ¢orrectly perceive their members' relative unwillingness to forego
~ pay increases in order to get more opportunity for job involvement.
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When you take a job, do you have to take off the amount of
money earned with other benefits - not the usual fringes but things

more educated employees make demands on employers to change how

work is done? Can management and labor in public service agencies
work together to provide changes to make the employees' efforts more ~
productive? o D

These and other questions were asked by a research effort
supported by the National Institute of Education. The results,
‘reported in three papers, draw on both a national survey and a
specially designed survey of unionized muncipal employees. Taken
together the three papers offer insight into how employees feel
about the financial (pecuniary) and other (non-pecuniary) pay they !
received for their labor.

I. "Education, Wages anc Non-pecuniary Qualities of Work: Some
Empirical Findings"

Using information from the 1973 Quality of Employment Survey,
a naticnaily’rgpresentative sample survey, this paper examines two
assertions®. First, employees with more years of schooling and
experience, other things equal, can obtain jobs that are both more
" agreeable and better_paid than jobs available to employees with
“"Jess schooling and experience. This notion, which has become part
of the conventional wisdom about the relationship between education
-and work, is confirmed by this survey, but school and experience
~don't have the same impact. : o

This summary is prepared by Robert W. Stump, NIE Senior Associate,
Education and Work Group, National Institute of Education based on
- final reports to NE-G-00-3-0213, March 1977.

Because of limited number of working women and non-white in the
survey, these analyses are limited to non-self-employed white
males age 16 or over who were wroking at least 30 hours or more
a week on jobs where they had worked at least three months. )

pa

1ike being creative or escaping a lot of repetitious tasks? Will younger . .
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More years of schooling and more years of work experience
were associated not only with higher wages but a]sg with reported
freedom and job security, opportunity to use one's skills, and the
expressed belief that work provides information about oneself'and
the world. Experience, but not schooling, is also associated with
more reported feelings of friendship and participation with other
people at work; more expressed satisfaction with the hours, pace
of work, and physical surraundings, and more reported satisfaction
with the pay and the job "all in all." Schooling, but not experience,
js positively associated with the 1ikelihood that workérs will say
their jobs provide scope for autonomous and creative responses to

novel tasks. .

This pattern is compat1b12 with a theory that investments
in school and work experience both pay off in more dignified
and meaningful work, while experience enhances' social satisfaction
on the job and SChDE11ﬂ9 halps men get more mentally stimulating
work. These intangible, nonpecuniary benefits all accrue in
.. _addition to higher pay.

The second assertion tested in this paper is that among workers with
equal schooling and years of experience , those with more agreeable
jobs must, with other things equal, accept less pay. Given the
confirmation of the first notion- that groups with different schooling
and experience do not compete with each other for jobs - it is im-
portant to ask what tradeoffs are made within the internal labor
markets where workers do compete for the rewards from work.

within 311 but one educat1ona] Stratum (co11ege graduatés w1th no-
past graduate education) who describe their jobs as more repetitious
receive significantly less pay. Also, for men with more than high
school education there appears to be a tradecFF between higher pay
and making friends on the job.

-

‘Trying to explain'this anomalous relationship between pay
levels and repititiousness the author suggests that within internal
labor markets persons who are promoted more rapidly receive the
benefits of both higher pay and less repitious task.

|

Thus, among men with the same 1eve1 of education, years of
experience, and apparent intelligence,.those who have been promcted
at a faster rate - for whatever reason - receive higher wages, report
less repetition in their work, have had less opportunity to make
friends on the job, and have more say about what happens on the job.
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Except for making friendson the job, the non-pecuniary benefits
have the same (positive) relationship to wages within groups of
men with equal schooling and experience.az-zatween groups with
different levels of schooling and experience. The full range of
benefits going to men with more schooling and experience also
go to those who are more frequently promoted over their peers’
with equal schooling and experience, except for not having the
opportunity to make friends on the job.

In conclusion, Dr. Stern notes that finding evidence of wage
differentials which compensate for intangible non-pecuniary benefits
‘is very difficult. The relationship of wages to non-pecuniary

benefits is more plausibly explained by the hierarchical structure
of internal labor markets than by a model of competitive auction. The
practical implication is that employers have no significant mone-
tary incentive to improve the non-financial characteristics of work.

II. Education, Age, and Demands for Improving the Quality of
-Working Life. : L

" More American workers have high school and college education
than ever before. College graduates, especially, are.taking jobs
which traditionally have gone to less educated workers. If they,
or any worker, are in a job which does not recognize or use their
skills and abilities, how will they react? Many writers in the early
70's expected the new generation of highly educated workers to make
" new demands for greater participation in decision-making, more e
flexible hours and assignments, etc. They were also expected to o
. make demands for changes that would be different from their less
 educated co-workers. ' -

. This second paper looks closely at these predictions through a
survey of unionized municipal workers in four occupational groups+
 Accountants, College office Assistants (secretaries in a University)
‘Nurse's Aides and Sociai Service Supervisors. The survey questionnaire
“‘allowed the respondents to indicate their satisfaction with various .
" aspects of the job and how-much--they would like to have changes in their
;. job such as participation in a labor-management committee, having time
" to-acquire job-related skills and information, having a chance to demon-
~ “'strate new ideas of their own, or working in an autonomous team. Younger
~:and more educated workers were axpected to express more desire for these
“changes, compared to their desire for more time off or more flexible
hours. : -
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Most of the workers surveyed wanted all of these changes to some
degree, the patterns of desire for different individuals being related
to the sources of their dissatisfaction. - There was no evidence to
support an assertion that the pattern of desire for change was related
to either educational attainment of the workers. The inescapable con-~
clusion from this survey seems to be that education is not one of the
vari%bies that affect preferences for changes on the job in this
sample. h

Having found that the desire for changes on the job are not
related to personal characteristics of employees, Dr. Stern's
analysis of the actual preferences for changes seems to show these

~ are related to patterns of satisfaction and dissatisfaction with
particular aspects of their job. He summarizes the preferences
for each of the 9 proposed changes this way: i

1. Desire for a labor-management committee is stronger . .. _
among Accountants who feel dissatisfied with the amount of
impact they have, among College Office Assistants who dislike
the lack of promotional opportunity (and perhaps see this as a
substitute), and among Nurse's Aides who say they are satisfied
with their opportunity to decide how they do the work (perhaps
an expression of identification with the organization).

2. The idea of having some time to acquire job-related skills and
information was more attractive to College Office
Assistants who were dissatisfied with their opportunities for
meeting friends, and to Social Service Supervisors who did not
1ike their lack of opportunity to decide how they did their work.
Evidently some of the former group read this proposal as a
social opportunity (seminars and workshops ) while the latter
group viewed it as possibly enhancing their autonomy.

3. A flexible work day appealed generally (in the pooled
sample) to respondents who were satisfied with their fringe
benefits and job security but dissatisfied with their time off,
promotional chances, and opportunities to learn new skills and
to decide how to do their werk ---1in short, to workers who
are comfortable but restless and bored.

4. Reimbursement for general educational expense |
commends itself most favorably to Accountant who feel they are
doing professional accounting work but not getting enough
recognition for it (and possibly have an interest in outside
consulting); also to College Office Assistants who feel their
work does make use of their skills but lacks variety. The
idea also appeals to College Office Assistants and Nurse's
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ajdes who express dissatisfaction with the supervisor they
get -- this unexpected correlacion seems to be picking up
, a desire to get even with some supervisors who flaunt their
L educational credent1a1s

\
i

5. Stated desire for opportunities to demonstrate new ideas
“does not seem to correlate mean1ngfu11y with anyth1ng
anything.

6. Among the combined sample of all respondents, desire for

a two-hour reduction in the work week is strongest
for those who feel dissatisfied with their time off now and
with their lack of opportunity to learn new skills, but

- satisfied with job security. College Office Assistants who
feel dissatisfied with their lack of opportunity to decide
how they do their work, and Accountants dissatisfied with
lack of opportunity to get the facts they need, also want

~more time off -- but so do Accountsnts who say they are
already satisfied with time off. With the exception of
this last correlation, the general pattern makes sense.

7. Flexible weekly hours have most appeal in the

combined sample for workers dissatisfied with time off;

for Accountants dissatisfied with lack of variety; College-

Office Assistants who are satisfied that their work has an

impact but dissatisfied with time off and with lack of

opportunity to decide how they do their work (s1milar to

“the pattern for flexible daily hours); and Nurse's Aides who are most
-—=-gatisfied with opportunity to learn new skills now. Aside |«

trom this last, these associations all seem reasonable.

Desire for autonomous work teams sometimes reflects o |
satisfaction with the organization, and sometimes dissati-

faction with the way work is organized. Accountants

satisfied with fringe benefits and college Office Assistants
satisfied with their Dppartun1ty to learn new skills on the

job, as well as Nurse's Aides who are- satisfied with pro-

motional chances and DppOPtUHTty to use the skills they have,

all express more interest in working in small teams, as do

empiayees in the pooled sample who 1ike their chances for

promotion. But Social Service Supérior. who feel they are
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not getting the facts and information they need -~ and Nurse's
Aides who are dissatisfied with their present opportunities

to make fr1end§ have an impact, or use their time as they

see fit -- 311/have a positive 1nterest in teams, too.

9. A year's leave of absence with half pay after every ten

years, generally the most popular proposal,;_ appeals

most to College Office Assistants who feel they are using the
skills they have, to Nurse's Aides who are getting the facts
they need, Social Service Supervisors who are making enough
friends on the job but who want more time off, and respondents
in general who want more time off.

Desire for particular changes on the job therefore should not necessaril:
be expected from the younger and better educated workers, simply
because they are younger and better educated, if the results of
this survey have validity beyond these workers ( an extension for
which the present study offers no evidence, only quest1ans to be
- pursued).

‘The interest in change seems more closely related to what they
1ike and dislike about their current jobs than their pre-employ-
_-ment backgrounds. This means that efforts to bring about changes
~in the workplace should not presume a high degree of consensus
among workers of the same age or educational attaipment.

III. Why Unions do not Bérgafn for Job Enrichment: Some New Evidence

In the late 1960's and early 1970's job enrichment
has been proposed by many academics, intellectuals, _
- management consultants and managers, but not by labor unions. In
1970-71, Albert Blum and his colleagues examined contratts from
108 different unions looking for "any clause referring directly
to job enrichment or other motivational programs, or indead, to
any contractual attempt:to make work more diversified and 1nterest1ng
..." They concluded that formal acceptance of motivational concepts
or programs in collective bargaining has been almost non-existent.
Michael Fein claimed in 1974 that the studies conducted in recent
. years "to prove that workers really want job enrichment" have all
" been initiated by management, never by unions.

7
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"Job enrichment" here refers to a ver1ety of changes in the work
situation, such as more flexible hours, spacial educational leaves,
participation in committees to improve the organization of work,
or having a chance to try out new ideas.

The information in this paper come from the same survey of
municipal employees as the second paper.. The key finding, from
a survey of members of one particular unien, is this: Even when
individuals say they would like some particular form of increased
jnvolvement on the job equaily well as some form of purely personal
benefit such as additional time off, they are likely to be willing
to forego bigger pay increases for the personal benefit than for
the increased involvement on the job. If further research finds
this same pattern of preference in the work force at large, it
would help explain why unions do not seek job enrichment througn
collective bargaining, where demands can be won only at a price.
The observed pattern also implies that employees will be more
enthusiastic about job enrichment if they can somehow shere in the
benefit of any productivity gains.

In the first part of the survey, the employees were asked to
indicate (on a four-point scale) how much they would 1ike or dis-
1ike specific proposals for changing their job. OCn the whole, the
most popular proposals were those that would create more opportuni-
ties for learning both on the job and off. Awong both Accountants

“and Social Supervisors, there were three ideas to which the number
responding more favorably than to an extra 2 hours off each week
exceeded the number responding less favorably. These were: reim-
bursement for the cost of education or counseling whether job-re-
lated or not; a half-pay sabbatical after every 10 years; and being
allowed to spend 2 hours a week dur1ng work time acquiring job-related -
skills and information. Among Nurse's Aides there were also three
changes which attracted more positive than negatice votes relative
to an extra 2 hours off a week. One was payment for the cost of
education, training or counseling, whether job- -related or not. The
other two were: having 10 or 15 minutes at the beginning and end
of each shift for briefings on the status of patients; and having
five days with pay every year for thorough orientation and training.
Mong the College Office Assistants, only the half-pay sabbatical
idea was rated favorably more often than unfavorably relative to a
shorter work week.
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Despite the fact that more.respondents would prefer extra

time off to more involvement in the job through committees, teams,
or demonstrating new ideas, those who would prefer more involvement
to more time off represented a considerable minority. Usually more
than one out of five respondents in each group, and never fewer

- than one out of ten, said they wau1d Tike ‘to be on a cqmmittee to
have a chance to demcnstrate new ideas of the1r own -- more than
they would like a 2 hour reduction in the work week.

Apart from the ratings of these particular proposals for
increased involvement, many respondents expressed a general desire
to help get the work dgne more efficiently and effectively. This
sample of spontaneous comments testified that some people in these
public agencies had ideas for making the organization more effective,
and they wanted their ideas to be heard and used. When combined with
the findings that a majority or respondents would prefer nore
opportunities for learning instead of a 2 hour reduction in work-
week, and a considerable minority would even reject the extra 2
hours off in favor of opportunities for greater participation,
these statements confirm that there is considerable expressed

~demand here for more involvement in the job.

Subsequent QUest1ons in the survey attempted to identify whether
and how much the employees would be willing to "trade-off"
increases in pay for some of these changes in the job. For those
who responded to the question, the pattern was clear. If an

employee expressed the same degree of 1iking (in the .four-point scale)

for two different changes (e.g. educational leave and working on a

team to decide how to do the work better) then he or she would usually
- be willing to "trade-off" greater amounts of money for those changes
__that were of direct personal benefit.

Many of the one third of the respondents who did not answer
this series of questions offered -candid explanations why. They
s1mp1y believed that they should not be asked to forgo an
increase in pay in order to obtain changes that did not cost any-

~ thing (to the employer) and might even help get the wurk done
better.

The explanation, therefore, of why unions do not initiate
demands (or might not be inclined to) is neither that union Teaders
Tack imagination, nor that they fear more involvement in the job
would undermine their member's loyalty to the union (as some have
implied). Rather, the union leaders correctly perceive their
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members' relative unwillingngess to forgo pay increases in order
to get more opportunity for involvement in the job. If winning
such opportunities through collective bargaining requires
concessions fin terms of pay, and if union members in the work
force at large have attitudes™similar to the sample in this
survey, then accurate representation of members' preference
would, in general, preclude bargaining for job enrichment.

190
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EDUCATION, WAGES, AND NONPECUNIARY

QUALITIES OF WORK: SOME EMPIRICAL FINDINGS#*

~ Empirieal efforts by neoclassical economists to explain the distri-
bution of earnings have generally ignored the intangible, nonpecuniary
B éhgracteristies of different jobs. '"The agreeableneass or disagreeableness

T of the emplayments themselves" was first on Adem Smith's femous list of

'five factors vhich, in a competitive economy, would tend to compensate

for differences in average earnings and thereby equalize "the whole of "’

the adventages and disadvantages "of different occupations. But the
alfficulty of measuring "egreesbleness” in any cbjective way hss led
neoclassical researchers to concentrate almost exclusively on Smith's

second factor: '"the easiness and cheapness, or the difficulty and

expense of learning the busiﬂess,“g While the association between

earnings and training costs, both in school and on the job, has been
~ esnvingingly demonstrated by proponents of the human capital theosy,

) sehﬂaling anﬂ experience plone typieally account for only about cne-third

of the veriance in individual earninga,g Some of the unexplained variance

: *Finaﬂgial support for this research was provided by a grant from the
"/ National Institute of Education. I am pleased to thank Clayton P. Alderfer,
;~Joseph Antos, Martin N. Baily, J. Richard Hackman, Eric Hanushek, Larry
. Hirachhorn, Simon Neustein, Thomas 0'Grady, James Rosenbaum, Marc Stone,
.Gary Wolfram, and participgnts in a seminar at the National Bureau of
‘Economie Research in Palo Alto for thelr suggestions and assistance. Of
:§§p2323ki am alone responsible for any errors of faet or interpretation.
Ysmith, pp. 99-100.
2ma., p. 100

‘gwineer, p. 92, -

-1~
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_B?P;Qéhfly‘aséeeiated with accu;atianaiéifferencesf,LL but this only
éﬁéfﬁgé question of whet underlying, nonpecuniary characteristics make
ome . eeéﬁééﬁigﬁé on average more attractive than others. The research
:éa in this paper began as an &ttemnt tg‘imgrave the exﬁlanatgﬂy

'?? af the human caplital maéel by including indieatars of more "agree-

,'%~em§1ayment a3 part of the payoff from ilnvestment in training.

The hypgthesis to be tested has two parts. (1) A group of émplcyees

'Hith mnre yg&rs of schaaling and experience, other things equal, can obtain

;ﬁiﬁh égual schooling and experience, those individuals who have more agree-

;:lﬁﬁléﬁgﬁfé must, with other things equal, accept less pay. The first part

7 §f the hynathesis asserts that schaalin —-and experlence separate v@rkgrs
fkiintg 'noncompeting groups; .2 notion that has become part of cgnvéntiégalg
}féhgugh untested, economic visdgm.g This part of the hypothesis does find
éanfirmatién in the data. However, the second part -- which asserts that
.ﬁggesicém@ensate for nonpecuniary benefits within a competing group -~ is
nﬁt su§psrted by the data. These findings have unfortumate implications
i{'ibr the E?ﬂlutiﬁﬂ. of work, which will be addressed in the concluding

section.

' R§parted Hanpecuniary Benefdts, in Additian to Wages, are Aséaciat

ﬂith Schnaling and Experience

Data from a national sample were collected as part of the 1973

A'Qéélity of Employment Survey;é_ The total sample included 1496 individuals

-iGenerally, see Eckaus. For teachers, see Freeman, pp. 87-92; and Taubman
© end ngea, p. 86.

.”ESEE Reynclds, p. 278.

6

-'Qu;nn gnd:gthers.
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 gt,l§ast 16 yeers old, who worked no less than 20 hours a week on average
in 1972. Analysis here is limited to white males, not self-employed, who
worked at least 30 hours a week on averagé, and vho had been working for

. jiheir present emplayérsnaless than three mﬂnthsa7

Before considering the nanpeéuniary dimensions measured by the survey,
it 1s instructive to look at monetary earnings as a basis for gpmpariscni
,_dgnee outside a metropolitan area; a rating by the interviewer (on a five-
p:int scale) of the resggndent's apparent intelligence; the number of years
worked for pay since age 16; and a set of six dummy variables denoting
‘level of educational attainmﬁnt (completed graﬂé school, some high school,
completed high school, some céllege, completed college, and more than
"_callege, with all six dummies équgiig zero for respondents who did not
finish grade school). Residence outside a metropolitan are;, apparent
intelligence, and years worked were gll significantly associated with
wages, in the expectéd‘dirgctian, The six education dummies as a group
accounted for a statistically significant améunt of the variance in vages,
but ﬁet every one of the six was significant by itself. lFurthenm@re,

~ the pattern of coefficients on the education dummies showed two departures

“from the eipected monotonic order: men with some college education

The data used here were made avallable on tape by the ISR Social Seience
Archive. Neither the original collectors of the data nor the Archive bears
.any responsibility for the analyses or interpretation presented here.

BHaﬁrly.Wage = earnings f:ém,hrimsry Job before taxes and deductions .

50 x reported average hours worked per veek on this jJob




ad‘énmﬁlétea eallege anly, other things Equalig» Despite these

‘ éffraﬁ striet manatanicity, the overall association between

ue ;gnjénd ﬁage5 is significant and positive.

ahie l shaws the results of a similar enalysis of 35 other job
argcteriatics measured in the survey. Most of thesé are lntangidle, ,
uﬂiaff’attributes of a jcb‘ They aré all subge:tive ratings by
v,e'emylayee-himself on & fﬁur—pgint ‘scale where the possible responses
:f;a 1ot" (or ' 'very true", depeﬁaigg on the particular question),
sameehal 's "a little", or "not at all". These ratings form a scale
1ﬁii§h'is ordinal but not necessarily interﬁal. 'Each of the 35 dependent
?;ﬁfigblés was therefore treated as a sequence af binary choices. The
,5fi§st choice was whether to snsver "a lot" or "somewhat", as cppcséd to
‘i"é;litﬁle"-cr "not at all" —- thaf is, generally positive or negative.

»ff‘;FQr those’ layees who chose one Qf the tvo more positive responses,
fthe next step was to analyze the chaice between 'a lot" and "somewhat";
‘anﬂ for emplayees who chose one of the two negative responses, the next

msﬁéﬁ was to analyze the choice between "a little" and "not at all'.

“Ineluding multiplicative interactions between years worked and the
ix education dummies made an additional significant increase in the
axplained variance of wages, but did not change the basic pattern,
”cept t0 reveal that college gradustes receive a higher return from
 :ri3Bee than da less educateé graups. This an& the other findings




'5viThe4§§ebgbility of choosing the more positive response at either step

igéxgivén by:

L)

- - F E | ]
1/ @ + exp -«:v-B1321*’52I’2‘53:“53'£:"riI‘)i?’i
. ‘ i=1 = -

vhere x; = dummy variable representing residence outside metropolitan
. area,

Xz = apparent intelligence,

B

X3 = years worked for pay since age 16,

Qi = dummy variable representing edueatisn level 1.

10 and statistical

“f ‘The parameters were estimated by maximum-likelihood,

signifiecance of sets cf'iﬁdepéndent varisbles was assessed by likeliheood-

- ratio teétsill The summary of results in Table 1 shows whether years
vorked and/or level of edugatiaﬁ wasg significantly associated with a given
Job characteristic at one or more of the three Junctures on the four-
géiﬁt scale,
Schooling and experience both are positively associated with fepﬁrted
freedom Ené jaé-seeurity;_oppcrtunity to use éﬁe*s skills, and the expressed
,'Eelief that work provides information sbout oneself and the world. Experience,
rtv','Eut not schooling, is also associated with more fepafbéd feelings of friend-
;ﬁ;f ‘shiﬁ and participation with athéf Pe¢§le at vgrk;lg more expressed satisfaction

o

-"A;?Eétimatian made use of programs published by Berkman and others.
Msee Thetl, p. 397.

i ;ESchgaliﬂg aceounts for significant amounts of variance in whether the
"supervisor is suaccessful in getting people to work together" and whether
"the people (you) work with take a personal interest in (you)". But only

3 of 6 coefficients are in monotonic order; therefore it would not be

- correct to say that more schooling is associated with more of thegse benefits.

16




TABLE 1: Assoclation of Reported Job Characteristics

with Years Wurked and Level nf Edur.-atian

Nunber of Bducation o
' Yeers Level of Coefficients in Expected ,
Horked Edueation Honotonie Order (out of 6)
m'_,”‘- ;,m-, ; &=gﬂﬂﬁh@ﬁsgms f
L IHaw much does your job,..! | floant, assoctation) ;
?Hréqﬁiré‘that you have to keep learning new thinga X 5 _?
gf:éﬁﬁité fau to vork very fast¥ X " ai
, §116? you freedon as to hov you do your vork X X o s
require a high level of skill X X 5
'3: 'require you to ezert & lot of physical effort , X )
”ﬂhwﬁummﬁe;ktﬁ&ﬁEMManwuam ‘x 4
LN o « ' R
. require you to be creative | X h :
. allov you to do a .arlety of things X _ b
; de things that are very fepetitiaus (do thinga over X | 5
and over)*
allov you to take part n decisions that affect you x| !
S help you 1o keep Inforned about what's happening X X 6
. o ~-in the world |
| , help Jou to wnderstand the sort of person you X X . b
o really are "
- {glve you) a lot of say over what happens on your job !
"_% let you use the skills and knowledge you learned fn ¥ X 5

gchool

';‘\‘Effect of more years vorked or higher level of education s favorable: 1.e, ) 1&55 requirenent to vork very .
'M'mtmﬂﬂﬁﬁﬁMMﬁﬁtw@ﬁmﬁﬁmmnmﬂM% o

" | (Continued on next page.)




- TABLE 1 (Continued) pg, 2

o Nunber of Education

Years Level of Coefficlents in Expected

Horked Education Honotonic Order {out of 6)

Tx = statistically signi- | T
ticent association)

7 How true 4 1t of your Job (that)...?

*?T}dﬁ.aré) glven & lot of chances to make friends X 3
‘fthe chaneea for promotion are good 3

| (Yﬁﬂ h&VE) an npportunity to develop (vgur) ovn X 3
s " speclal abilities

wj“the;w@rk is {nteresting | 3
'y;f:fﬁhélpay‘is good X g

;;&Maﬁ)gwnahtﬂfmﬂmtn@ﬁ@hw X | 5
e (you) do (your) own vork
0 (you are) glven & chance to do the things (you) X X !
= " do best

 ’  | th; jah security 18 good »‘ X X 4

| the problems (yau'are)'exﬁeeted_ta solve are X : X 5
hard enough

(you) have enough authority to do (your) job .

- (your) fringe benefits are good X 3 .
the physical surroundings are pleasant r X | | 3
(you) can see the :@gﬂl@g of (your) work | o 3

(you) can forget aﬁéﬂt (your) personal problems x 4

~ the hours are good . ¥ - j

(yguf) aupervisor s successful in getting people X | ﬁx 3

o to vork together | )
L nrcmatinna gre hendled fairly o 3 1 |

(Continued on next page.)




TABLE 2: Marginal Differences in Haurlj_WE;g_Aasaciatedrvith
Differences in Selected Nonpecuniary Characteristics

Less
AL Then  High ~ More
White High  School Some College  Then
Moles School (Grad, ~ College Grad, Collere

‘How much does your job require you to exert &
lot of phyaical effort!

"a lttle" - "nane at a1l" 5.65  $=20

"somevhat" - "a little" fo02 §.30 $-.00 $.6l

- "g lot" - — I | R A6

+veallow you to make a lot of decisions on your on? _
"somevhat” - "a 1ittle" 7 N U B |
"E lgt“ = IEBmEWhBt |Dl ‘167 108 i53 138 “2;17
-.ﬂ@ﬁwMMmmﬁﬁ?

. "sonevhat' - "a little" . B 5 Il I

e, "y Yot" « "somewhat” -2 02 .02 =28 a3 L6

...require you to do things that are very repetitious

(4o things over and gver)? - L -
JLIgEe L33 Gl W 09 <15 -1.87¢

35§that" - "n little" 1 1,3 7 6
ot" - "somevhat" ) B R N S| L1 B
...give you) & lot of sey over vhat happens in your

Job? , y .

 "somewhat" - e 1ittle" 3 Ol B1F =62

Al =2 =05 .38 A5 05

"s lot" - "somewhat"

(give you) & lﬂt of chances to meke friends? | - 7
Uoomevhat" - "a little" -3 .26 24 30 L2l 2.5

"very true" - "somevhat" S50M 2,03 =3 =LO3M -0 -1.80

¥ cigniticant at .05 level

W gigiticant at 01 level (Continued on next. pege)

Ly07
&




~ Years vorked

Apparent intelligence

(df)

' gigniticant et (09 level
# simificant et .01 lewel

TARLE 2 (Continued) pg.2

Legs
Al Than  High More
White High  School Some College  Then
Males  fchool Grad, ~College (Crad,  Coliege

Q054 0h3 o0t amie LBhame Lgge

2.5 11 Bl .53 302 -.300

0.l 1,18
(20,595) (20,8)

2, 0puH
(16,%)

2,078 1,750
(20,216) (20,07)

,2‘58**
(16,48)

2!
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. have to do with making friends on the job. For men with more than high
school training there 13 a negative relationship between pay and making

. friends at work.

There are generally consistent but insignificant ccefficlents asso-

and within each educational stratum, employees who report that their Jobs

T .”fééﬁifé them to be "somewhat" creative tend to be paid more than those
who say their jobs demand either "a lot" or only "a little" creativity.
Therewis also some indication that employees who report having more say
on thé Job tend also to get more pay. Finally, wage differences assoclated
with diffarent levels of physical efforti or autonomy in decision-making

a féﬁeal no eansis£ént pattern.
Assuming a competitive equilibrium does exist in the 1§Eéf market,
tﬁé estigates in Table 2 therefore imply that, throughout the range of

3 obaerved téénsagticns, there i3 a positive merginal cost to employers,

and a positive marilnal value to employees, when employees have more

opportunity to make friends on the Job -- or when the work is more repeti-

tious.

The latter finding is stressed because it apparently contradicts
the assumption ;hgt erployees generally want less repetitious work.
" Rejecting this assumption would require an interpretation of the results
- in Table 1 very different from that in the preceding section. Less repeti-
tion and more novelty —— the attributes most particularly associated with
more schooling — would have to be seen as costs, which offset rather

than augment the monetary returns to education. The choice whether to

-
LA
[ ]




interpret less repetition as e benefit or a cost depends on beliefs about
,gfﬁﬁman;ﬁgture. It is related to the question whether human beings are

”"“1§tfi§sieally.mativsted" or not. This is & question about which psycho-

. 1lf.iggiéﬁé’ani management consultants have had lengthy debate, but which
;tLV;Qtvleast one leading psychologist does not believe susceptible to

" empirical resolution. 1

If we choose to believe that employees in this semple have énaugh;
. intrinsic motivation to consider less repetitious work a benefit, then
1f—i the results in Table 2 must reflect some further stratification within
.. groups of men who have equal levels of schooling, experience, and apparent
:-ipiglligence.' Suppose that the effective functioning of an organization
jéeéﬁirea there to be a positive relationship between pay, authority, and

" - "opportunity to make non-routine decisions within the Qrganizatian.lT

. This positive relationship between pay and nonpecuniary benefits tends to

'£ TéﬁEu2e that there will be plenty of qualified applicants competing for

promotion at every cstage of the ladder. As a result, more prestige is

fgﬁtgcﬁed,tﬁ high positions, end individuals in high positions can éxeégise
‘mére'effeetive authafify, than would be true if the nonpecuniary advan-
;:tggesfaf high positions were gffsgﬁuby lover pay. - Indeed, it would seem
qutali? ghsurd to award Paéifiéna of authority in any organization or
-;iﬁﬁérpal labor market by auctioning them off rather than by the kind of

np?ice competitive contest which organizations presently sponsor.

g ;,Tﬁfiééﬁcé of this relationship has been found in work organizations in
_;; 'several countries. BSee Jaques, and Tannenbaum and others.




‘The fact is that individusls cannot “uy certain nonpecuniary benefits by
. .offering to accept less pay. The only way to get these benefits is to

compete for promotion.

‘ Now suppouse further thot an individusml's rate of promotion within
;' arggni2atian5 is only partly explained by experience and apparent intelli-
gence as measured in this survey. Other important factors determining

vf  ?feﬁciian might iﬁglu&e'géﬁitian, unmeasured Pra&uetiverability; social,
ékiils, or sheer luck. I these unobserved or random factors asre suffl-
.Eientl? important, then the resulting differences in rates of advancenment
',-fra@ less to more desirable Jobs would account for the observed negative

- correlation between pay and more repetitious work.

If employees generally prefer less repetitious work, then there may
be a vositive relationship between pay and repetitiousness for entry-level
Jobs in different internal labor markets though the entry-level jobs open
to more highly educated applicants as a group would presumsbly offer both
more pay and less repetition than the entry-level jobs open to groups

with less education. DBut those individuals who are promoted faster would

- .get more pay and less repetitious work than other individuals in the seme
vﬂgduéational group. QOver time, the negative correlation between pay and

repetitious work within internal labor markets could dominate the positive

relationship,at the entry level, across different marketsila

18This argument cen be illustrated by a simple numerical example. Let w

. and q denote the wage rate and a nonpecuniary benefit, respectively. Let

- the subscript 0 denote characteristics of entry-level jobs, and subseript
1-'stand for some later time. Suppose that, among & group of full-time

employees who all have the same education, sex, race, and apparent intelli-
gence, half begin their careers in jobs vhere qy = 2 and wy = 10. The other
"(Footnote continued on following peage.) - )
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This line of reasoning is c@nsistent with all the results in Tsble 2.

“-Amgng men with the same level of education, years of experience, and

Vflsgparent intelligence, those who have been promoted at a faster rate —-

:rn;- vhatev\:r reason -- recelve higher wages, report less repetition in
B t.heir w’arki have had less opportunity to make f,riends on the job, and
"?'f-.__ha?e more say sbout what happens on the job. Except for meking friends

“.;ar...the .ig;iat,,g nonpecuni ary beneﬁtg have the seme (positive) relation-
. 3
T shig 'ba wages vithin groups of men with equal schooling end experience

jg_Ehus the p&yaff from schooling and experience shown in Table 1 1s shown

. implieitly in Table 2 to resemble the payoff from rapid promotion --
' l’ft’éﬁgéjpt that rapid promotion results in e loss of opportunities to make

. friends at work, vhich must be reckoned as & cost.

*Y(Continued.) half start with q, = 1 and v, = 12. In the later period,
v puppose hal? heve been promoted, and promotion is independent of the
A“,Qrigiﬂal cholce of jobs. For these who have been promoted, w, = 2w
fand g ='Zq.; for the others, w, = w. and g .« Now eampu%g the
average yaile of w, for individlals vho have the same level of q,. (This
1 ”essentiﬁlly what was done with the actual sample in estimating the
differenees in Table 2. )  The results in this hy’pgthetical cese are:

1 12
2 T
S 20

 4'35 numbers illustrate how a positively valued job characteristic can
ve ‘an’ apparent negative "price" if promotion brings more of that charac-
;erist;e along with more pay.



Althaugh it is possible to show that white, male, full-time employees

Hh@ have wore schooling and experience do cbtain more 'agfeeable" jobs

liﬂéadaitian to higher wages, 1t has noet been possible vith this data to

mﬁgsure implicit prices of intangible,ﬂanpe:umiary Job characteristies.
Presumably it would be possible to measure such prices if employees

:su_é bﬂ éi:ideﬁ into still more homogeneous strata. '"Equally gualified"

wa

,u;lity of @B—thEijéb tra;ning, eagnitive abllity, and ambitign.lg It

;i@;lieit'prieeg of nonpecuniary benefits could thereby be measured, the
1returns to human capital in pradu&tian. the beneflits and costs of changes
:in the prgductive prncess, the value af human time, and even aggregate

~"net economic welfare” could all be computed with far greater precision

¥

At this point, hevever, the most significant conclusion is that

%ifinding evidence of wage d;fferentials which compensate for intangible

) nanpeguniar? features of work is very difficult. Even within groups

s qf,wﬁité,.male; fuli%tige empléyées who have the same level af schooling,
iéiﬁé?ieﬁée, 5na‘a§parent intéliigenee, the relationship of wages to non-
Vyéééuniaty benefits is more plausibly explained by the hlerarchical structure
Eéfiiﬁterﬁal 1§bar mérk§ts than‘by the model of a competitive auction.

‘ The gzactie&l imﬁlieéticn is that employers have no ‘significant monetary
'iﬁgentive taiimprave the nonpecuniary characteristics of work. This is

‘probably why manegement consultants who write about "job enrichment" or

'ffeets‘af such variasbles on rate of promotion at Ford Motor Company
re. been shown by Wise!_ e , =




T 1m§raving the "quality of working life" ordinarily speak of improving

bath morale and productivity simul aneously.go No one knows how big an
~increase in nonpecuniary benefits would be required to Justlify a given

' loss in productivity.

If employers have no wey to trade better Jobs to their employees
In return for lower labor costs, then vhat must happen over time to the
nature of wark?__Adam Smith, in another well-known passage, wrote:

In the progress of the division ef labour, the employment
of the far greater part of those who live by labour, that is,

- of the great body of people, comes to be confined to a few
very simple operations, frequently to one or two. But the
understandings of the greater part of men are necessarily
formed by their ordinary employments. The man whose whole
life is spent in performing a few simple operations, of
vhich the effects too are, perhaps, always the same, or
very nearly the same, has no occasion to exert his under-
‘standing, or to exercise his invention in finding out expe-
dients for removing difficulties which never occur. He
naturally loses, therefore, the habit of such exertion, and
generally becomes as stupld and ignorant as it is possible
for s human eresture to become. The torpor of hia mind

_renders him, not only incapable of relishing or bearing a
part in any rational conversation, but of concalving any
‘generpus, noble, or tender sentiment, and consequently of
forming any Just Judgment concerning many even of the ordinary

‘duties of private life.... His dexterity at his own particu-

" ler trade seems, in this menner, to be acquired at the expense
of his intellectual, social and martial’ virtues. But in
every improved and ecivilized society this 1s the state into
vhich the labouring poor, that ia, the great body of the

. people, must necessar%iy fall, unless government takes some
yains to prevent it.’

' :»‘ Smith considered this a sufficient danger to warrant public support of

:I7E;aehcalg much against his general principles. He gave no reason to belleve

fthat ccm@etitive markets would prevent the degradation of human labor. At

- this point we have no evidence that he was mistaken.

EQSée, for example, Maher, Rush, Greenblatt, Kraft and Williams, Paul and others

o
-
n
i



References

:Bérkmén, Jerry; Brownstone, David; Duncan, Gregory M.; & McFadden, Daniel.
-QUAIL User's Manusl. Urban Travel Dewand-ﬁorecastiﬂg Project, University

_of California, Berkeley; Revised, January 1976.

- iBéﬁleé; Samuel. "Schooling and Inequality from Generation to Generation,"
' 'Jaurgg;wgfﬁPq;;ﬁigg; Economy., 80 (3, Part II): 8S219-5251; May/June 1972.

' Deci, Edward L. "Notes on the Theory and Metatheory of Intrinsic Motivation,"
Organizational Behavior end Human Performance. 15(1): 130-145; February
"1976. . ;

Garnegig Cammissian iﬁ Higher Educatign lQTB

" Freeman, Richard. The Market for CollegeiTrained Manpower. Harvard
‘ University Press, 1971,

Greenblatt Alan. '"'Maximizing Productivit, through Job Enrichment,"
Persannel Jowrnal. March/April 1973. )

Jaques, Elliat; Equiteble Payment.” Wiley, lQEii

‘Kraft, W. Philip & Williems, Kathleen L. "Job Redesign Improves Productivity,"
Perscnnel Journal. July, 1975. l

v.Haher; Jéhn B. (ed.). New Perspectives on Job Enrichment. Van Nostrand, 1971.

Mineer, Jacob., Schooling, Experience, and Farnings. National Bureau of
Economic Research, 19Th.

Paul, Williem J.; Robertson, Keith B.; & Herzberg, Frederick. '"Job Enrich-
‘ment Pays Off," Harvard Business Review. March/Apfil, 1969.

- 'Quinn, Robert P.; Mangione, Thomas W.; & Seashore, Stanley. 19073 Quality
of Employment Survey. Institute for Social Research, University of
Michigan, 197h.

:-Réynalas Lloyd G. Labor Economies and Labor Relations. Prentice-Hall,
Sixth Edition, 197h.

" Rosen, Sherwin. '"Hedonic Prices and Implicit Markets: Product Differentia-
tion in Pure Competition,” Journal of Political Economy. 82(1): 34-55,
Januar?/February 197L

;Rush Harold. Job Design for Motivation. The Conference Board, Ine., 1971.

Smith Adam, The Wealth of Netions. Modern Library, 1937.

=l-

F oS




=2 -

Tsﬂnenbaum, Arnold 8,.; Kavele, Bogdan; Rosner, Menachem; Vianello, Mino;
& Wieser, George. Hierarchy in Organizations. Jossey-Bass, 197h.

Taubman, Paul; & Wales, Terence, Higher Education and Farnings. McGraw-
_Hi11, 197h. i

' Theil, Henri. Principles of Econometrics. Wiley, 1971.

Wise, David. '"Personal Attributes, Job Performance, and Probability of
Promotion," ZEconometrica. U3(5-6): 913-931; September/Noverber, 1975.




AMEC S VAL

o

-

EDUCATION, AGE, AND DEMANDS FOR IMPROVING

REST COPY AVAILABLE

iavid Stern
University of California, Berkeley

- December 1976




ACKNOWLEDCEMENT

Finencial support for this research was provided by a grant from
 ‘fhE Nationel Institute of Education. The views expressed here do not
:négEssarily represent those of the funding agency. For assistance in
“{planniﬁg, executing, and analyzing the survey reported here, the aviior
-1is grateful to David Berg, Nancy G. Galuszka, Guy Kraines, Franklin
Lewls, Leslie Petrovics, Eilice Peyton, Robert Stump, Charles Whitmore,
> Snd Mark Willls. Responsibility for any error,of course, lodges with

' the author alone.

o



ider themselves avereaueated Iar their wark express

: g
dissa LSfEEtiQE W’lth their ,jabs Eﬁd w:l,th themselves._ But what actloﬁ,

If callege g:aauates find themselves trapped in

educated co wa:ke:s,wau;i 1ihé? Many writers in’the early 19733 expeeted
fggnéfatiﬁn’éf highly educated workers to make new kinds of demands:

’r partlclpati n in decision-making, more flexible hours and as-,

Eigﬁments5fg§§wiiﬁtéf§sting work, and the like,
Tﬁis'pépér #111 report some results of an inquiry into these questions,
ugh‘a Eurvey of wcrkers in 3 1arge muni ipal buréaucracy The: survey

askeighﬂw much respandentsin four different occupational titles wauld like

:Althaughzexgressei desires for ecertain changes were found to

-1l

40

ERIC

Aruitoxt provided by Eic:




7§§Wﬁ§s';ansistently related to age or educational attainment.

f; for the generation born and raised after .World War II, school has
 ?§%£6§Lway of life. As children, most of them had little to do except

gléf, vétch television, and go to school. Prosperity, parental aspira-
T%iéﬁé; and the growing prestige of technicians of all kinds have combined
Tfé}keep more of thls generation In school lghgér!_ In 1960, colleges enrolled
::ﬁjiT.B percent afindiviaualsbetween aée 18 and 2&; by 1970 the percentage
;rgéé t§'25i8, end in 1971 to 26.3. lMoreover, this age cohort itself re-
PzeSéntei a larger pronortion of the total population in 1970 than in 1060,
g:.isé'?hile the total population grew 13.3 percent in that decade, college
‘égralvlaﬂént‘ Jumped 117.h percent.>

. While college enrollment more than doubled in the 1960's, the number

-+ of professional, technical, managerial, and administrative jobs increased

“only 33.5 percent. Furtherriore, the absolute nurber of such jobs actually

~ - fell by about 350,000 between 1971 and lQTE-h Evidently the number of

'highepféstige Jobs 1s not groving as fast as the number of people who hove
:té Qua1ify for themgs Those college graduates who cannot find work vhich
,éui£§ their qﬁalifigatians must now take Jobs which offer less payé and
é;é@; Pfe;uﬁ;bly, less nonpecuniary benefits,T than they expected.

VT ' In the early 1970s many writers were suggesting that the large new
éhért §f college graduates would not Just passively accept their new

siﬁu&tipn, but would demand changes in the workplace. In particular,




ast*in socially useful work thrﬂugh participation in the Peace Ccrps
?Vistg, end similar Erggrams_ Then its resistance to the Vietnam draft,
hétherm#iewéd as idealistic self-sacrifice or as cynical self-wreservation,

evertheless demonstrated that this generation would not be pushed around.

zEmpiéiérs, politicians, and social scientists began to worry that this
1iiégiiétier and sometimes unmanageable group of college kids would cause disrup-
v,iéﬁ %hén they finally went to work. Daniel Yankelovich, after a series -
é_'af five national surveys of college-age youth between 1967 and 1973,
3€1 actuallyi}gpeluded;
"The true nature of the campus rebellion now stands
out more clearly--as a quest for new life styles and
life values, with work-related values as an important
part of this search,"?
Yankelovich also found that the quest was not dimited to young people
‘~‘ ggﬁually in college, but involved noncollege youth as well. However,
" though their values might be similar, their expectations were not.
© Yenkelovich observed, "The idea of meaningful work is attractive to these
.~ high school graduates--but ﬁhey;d@ not really expeet to get it from their
G010
- Jobs.”
© Shortly after the American disengagement from Vietnam, an outpouring
3 .§f‘bécka and articles, outside the technical research literature, addressed
“the subject of change in the nature and organization of wcrk.ll It is

7n9t possible to prove vhether or not publication of this vriting for




neral readership was principally motivated by hopes or fears surrounding

rylaf,the aﬁtifwa: college generation into the labor force. Never-

§l:éé,litji5'diffi§ult to find a plece of writing from the post-Vietnam
éfi@ézan'a subject such as work humanization, job enrichment, or the
'1ity af wgrklng life, wh;ch dld not mention the large numbers. af young

and highly educsted workers presently gcinp to work.

" For example, Work in America.in its very first paragruph pointed to

5

the ‘youth wha seek a voice in their society", and three paragraphs later

_ asserts that, "A general increase in their educational and economic status

" 'has placed many American workers in a position where having an interesting

: :5jcb-is-now as important as having a job that pays well." George Strauss,

- a well-known researcher in the field,, agreed that’

"..this particuler generation has been raised according

to permissive standards, affected by the campus revolts

of the 1960s, and is thus particularly resistant to
authority...success among them is measured less in monetary
and physical terms and more in terms of self-fulfillment,
living an agreeable life style; and doing meaningful work.'

f‘Fufthermare; Strauss wrote:

"As workers' material standards of living improve, as they
become better educated, and as their expectations change,

they can be extectedlgo shov increasing preference for

freedom on the job."

;f;;ﬁahleSS'an authority on manpower than Eli Ginzberg wrote in & similar veih:
"The steadily rising levels of educational achievement and

the expectational consequences thereof are unquestionably
resulting in new and dirfeiint orientations to work on the

part of young workers...

. These and other informed observers expected ‘éﬁng and highly educsted

f;;.warkers to be a force for change in the workplace. Yet, as of 1976, it
fi{vguld be difficult to point to any manjor change that these workers have

’igausedi A commentator in Euginessrﬂggk suggests that high unemployment
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"eould ¢

a blessing in disguise,” and a corporate president agreed that "young
: e X N R ;
ﬂrker5-have gatten the 60s out of their'systemz."l While it is probably

“tru th&t high unemplayment has inhibited exp32551gns of vorkers' demands

Qr'change the data to be presented here also suggests that conventional
fisdam may ‘have overestimated the povwer of age and educatlcnal attainment

;éfpredict vhat kind of changes workers will want to make in their actual

The Deta ‘

The sample consisted of 164 Accountants, 21l College Office Assistants

7 ;(5éeretafies in a public university system), 90 FNurse's Aides, and 427

e Social Se:ﬁice Supervisors. All respondents were members of & large and
ﬁeter@geneous public employee union. For the ihree larger groups:, ques=

“ tionnaires were mailed to everyone on the union's mailing list in those

'Jdbs titles. The éverall respaﬂse—rate from this mailing ﬁas 22 percent.
VTQ check for non-response biass, we visited several work sites and obtained
quéstiénnaires:from individuals who had not returned thgm by mail. Com-

:-;;PgriSQE of these "sailsback" questionnaires with the "mail-back" sample

i*indic&feé that the mail-back group over-represents young, white males among

i;lvThg Social Service Supervisors; but there are no cansistent-differences for

“ Aceguntants or College Office Assistants. For Nurse's Aides, we administered

~the questionnaire through personal interviews rather than by mail.
Thi dependent variables for this analysis are the responses to the

~‘following question, which appeared at the very beginning of the questionnaire:




er a:e some ideas what have been suggested for changing the
of [respondent's title]. Please indicate how much you
Persanally would like to have each of these changes in your

wn - Job, by writing one of the following numbers in the blank
spa:éAbefare each sugpgested change:

=
[}

-" you vould like it very much
v3 2‘ you would like it
2 = you would not like it
1l = you would dislike it very muech 4

0 = this is something you already have in your job.

A 1ist of proposed changes followed. These had been developed through dis-
,éussiﬁﬁs‘with union officials, and through group interviews with a small
’ﬁﬁgbef»@f people from each of the four occupations. Tables 1 through U

“each show the hypothetical changes presented to one occupational group,

- and the distribution of responses.

vinfbrmatian, hav1ng a chance to demonstrate new ideas of their own, or
working in an autonomous team.

‘In@ervening between the independent and dependent variables are a set

: éfbfériabies meaéu:iﬁg satisfaction with various aspects of the job. The

‘ q 'tians vhlch elicited this information, and th2 distribution of responses




Table 1: Accountants T
Would . Would’ N.A. or
like . . Would Dislike- already
very Would not Very have
much - 1ike _ like Maeh * it

1)-Being on a committee with other Account-
ants, program directors at your lecatien v .
and other administraters>-which would  47% hoZ un: 2 %
: peet 2 hours every week durlng vork
time to.decide hov to improve work pro-
cedures and’ eanditians uhere you wark.
'(c:@m:rr)

|t

E) Eeing;allnwgd to spen wp to.2 hau:s o ' e
every week during work time acquiring -~ 51 38 T - "1
‘nev skillz, iﬂfgrmatién, Eﬂﬂ expertise .

O p you 1 3 You could

apend ‘thiz" time. read;ﬁgi gathering

. 1nr§mtign en. 1 ig 1

ng .
‘Aecuuntants to" grg;mi;g tmining uarl;s : 1
.'sheps- for ;v-m;rselve -or in any other -
_way that would be” useful t0 you-provid-
. ed that: you. keep your superﬂaar in-
féméd ‘af how. ygu are Spending this
ti.me (sm::.:s) :

) Eeing gllc;weti ta a:five at 'wa'ﬂi any time
betveen 8 and Nam, and to ldave at any 50 as 18 8 0
“time between 4 &nd T po==provided you
--work the same total number of hours
‘esach day as you do nov, (FLEXDAY)

[
—r

L) Reimburserent of up to $700 a year for ,
the cost of education or counseling 59 29 .9

- gervices, vhether related to the Job : :
or not (EDUCOST) ‘ _ ‘

W
o

5) I-Imr.mg the appart\mity to submit :
written proposals for demonstrations 35 LT 11 2 L
of nev or improved vays to perform
accounting functions. A committee of
Accountants and adminstrators would make
resources avallable from a discretionary
fund to support the best proposed demon-
strations. If you win, you would be in
charge of carrying out your own proposal
(Dzmns)

Hg\rj_ng your workinmg hours reduced by 2

hours a- week, (LESSTIME) sk 31

1Qr,
L

Mo

~ T) Being allowed to g@ﬁg'md go frem vork : )
at eny ‘time you choose-provided you work U2 18 26 1k
the same total number of hours each week : .

2s you dé now. (FLEXWEEK)

=

8) Being part of a tesm with your supervisor
and co-vorkers, which would have the L3 38 8
authority to decide as a group hew the -
work is.done-provided the total output of
vork is the same as it is now. {TEAH)

9) Being nllowed to take a whole yeg.r off with
half pay after every 10 years--with no effect
‘on sick leave, anninl leave, or terminal 80 18 11 9 2

leave (sappar)

]
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ge Office Assiastants (B) ;
A Would  N.A. or
Would dislikes  already
ch Would . not very have
o o - R much- like like _much it
eing on'a’ committee with other College .~ S ) ) - -
7 ‘ee Asafstants;faculty,ndministrators . L3 33% 20% 1% kH
and stifeints h vould meet for 2 hours
Ty week “during vork time to decide how
mprove ‘procedures and. conditions _
ork.. (COMMITT). .~
lloved to spend up to 2 hours !
ek ‘during vork time ‘sequiring 56 ! : ]
W akills,information and expertise T
- to'help you in your work. You could .
< spend.this time reading,gzathering infor-

[y ]
L]
I
L
ok

. 8F1]

.. -mation nn-ygﬂr--éﬁ,e‘gralling in eourses,
. getting together with other College
.. -Office Assistants to organize ‘training
vorkshops for yourselves,or. in any other :
vay ‘that would be uzeful te you-provided A
. that you keep your supervisor informed of I
-hovw you are spending this time, (SKILLS) ' '
-3) Being slloved to arrive at work any time
" between 8 and ‘1l am, and to leave at. any U5
~time between 4 and 7 pm-provided you vork
the Jame ‘total number of ‘hours each day
83 you do now. There would bé a procedure
for coordinating individuel schedules,

]

=
=
-
[
o
m

. (FLEXDAY) ,
) Reinbursement of up to $500 a year for
~ . the cost.of education or counseling ser- - 47 ki 13 2 T
vices wvhether related to the job or net. ’

(mpUcosT)

'5) Having the opportunity to submit writ— o

ten. propodals for demonstrations of new 36 ko 1T 3 5
‘or’improved weys to perform office fune-

tidhs. A committee of College Office ——

Assistents and administrators would make -

resourced ‘avallable from-a discretionary

fund to’'support’ the best propesal demon-

strations. If you vin,you would be in
' charge of ‘earrying out your own proposal.

2 6) Sgﬁag;yéur'warking hours redueced by 2 72 22 2 2’ 1
hours a veek. (LESSTIME) |

+.T) Having 5 days every year for therough ) ) )
orientation and treining sessions,which . 58 28 -9 3 2
i vould:be ‘planned by e cormittee of College :
L Offd sgistants,sdministrators, and

-ad ultants.: (ORIENT) *

ed to come and go from work
- choose-provided you work: 4o 20
unber’ of hours each vaek

v, There vould be a procedure

ing individual schedules.

(%]
f=1
[
o
-
-

/{ FLEXWEEK). . .
'9):Being part of & team with your super=
-, visor.and co-workers,vhich vould have the Al
suthority to decide es & group hew the

work 1a done-provided the total output

_of work is the same as 1t is new. (TEAM)

10) Being ‘mlldved to take & whole year off . :
< with half pay after every 10 years-vith 15 11 3 2 9
- ho effact on sick leave,mnnual leave,or
v terminal leave, (SANBAT)

T
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“gh;:tg each day, Hith'ti' off in between 3

Sy

Y-} 4 gﬂyrgduegtigﬂ. training,
;‘sérvices,
‘not. - (EDUCOST]

'fablé 3: ngéé's Aldesg

1like
very

Would

much _

Would
like

Would
not
like

“Would

Dislike  alresdy

Very
Much

g o
of your shift gnd another lD or 15 minutes L2%
aﬁ the ernd of yaur shift, fﬂ? the Hurse

Nurses and Aldes vha are :nﬁing on ﬂuty abgut
what iz :happening wiﬁh the pgtieﬂts en the

b7

ta dn ather thiﬂgs
) E—

H;ving 5 dgys with"pay every year for
thorough orientation and training sessions, &

f'Hhich would iriclude tonics like emergency
‘. procedures, taking vital signs, and commu-

nicntian vith pgtients. (DRIENT)

) Hgving ysu; Hark time. feéuccd by 2 hours a
‘week vith 'no cut in Pay fLESS*IHE) S 56

Payment af up to $400 & year for the cost .
s Or counseling 53
'hether related ta the Job or

Being part of 3 teaﬁ with yaur supervisor

“and co-vorkers,which have the autharity to L2
" deecide as & group how the work is done-

_ provided the total output of work is the

© same 83 it iz now. (TEAM}

) Having a contest avery year fﬂf Nurse's

Aides in your hospital ,where the Nurse's 50

~Aldes who write in the best suggestiﬁﬁs

for improving patient care would win an ex-

tra veek of paid vacation. The winners would

be choosen by a committee of nuraes, doe-

tors, and administrators. (CONTEST)

Havipng the option of working different amounta
of time in different days-provided you werk 23
the same total-number of hours each :h veek Y]

you de new. (FLEXWEEK) =~ .

Eeipg alloved to take a whole year off with
half pay after every 10 years-vith no effect Lb
on aick leave, annual leave,or terﬁinal

leave. (SABBAT)

1) Giving patients & form when they 123?2 the

hospital to vwrite down the name of any Nurse's 37
Aides vho have given them extra care. Aides

- whose names get written dovn by s lot of -

patients could get up to § extra paid holi-
days each year. Aldes vhose nomes do not get
vritten dovn by any patients would not get

any extra holldays,but no one vould lose any

. time off because of thls,and no one's evalu-

ation vould be affected. (PATCARE)

pu

iLz

Lo

11
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38

30

1%

]

a7

18

1%
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Table b: Soclal Service Supervisors (I)

J -Would - .-
Would . Dislike *~
 met  Very
like =~ much

Would .
“like !
. very.
~iHuch::

41} Being on & committes with othér Secial -
L. ~Service Hupervisora, program directors ) R R
" at your locatien, and other administra- Lez 358  -.11% . .38 5%
tors-which would meet for 2 hours every ’ . :

veek during work time to decide hov to

improve procedures and conditions vhere

you work. (COMMITT) - T B

2) Being sllowed to spend up to 2 hours
! ek during work time scquiring 5T 29 .1 2 s
, 8kills; information, and expertise
to help you in your work. You could
spend 'this time reading, gathering
information on your own, ehrolling in
courses, getting together with other
- Soeial Service Supervisors to organize
training workshops for yourselves, or
in any other vay that would be useful
to you-provided you keep your super-
visor infrrmed of how you are spending ,
.this time. (SKILIS)

.3) Being slloved to arrive at vork any time
between 8 amll am, and to leave any time 53 2k 14 8 1
between b and T pm——provided you work the
" same total mumber of hours each day as you
~ do ‘now.'There would be s procedure for
‘coordinating individual schedules.(FLEXDAY)
. b4) Relmbursement of up to $700 a year for the
' cost of education or counseling services, 67 23 6 3 1
vhether related to the job or not.(EDUCOST)

5) Having the oppertunity to submit written :
propogals for demonstrations of néw or - . L2 L2 10 2 L
improved vays to deliver services. A
committee of Social Service Supervisers,
tase vorkers, and administrators would
‘make resources available from o discre-
- tlonery fund to support the best proposed
demonatrations. If you vin, you would
- . be in charge of ecarrying out your ovn
proposal. (DEMOLS) )
6)Having your working hours reduced bty 2
hours a veek. (LESSTIME) Lo
7) Belpg sllowed to come and g0 from work
at any time you choose-provided you
- work.the aame total number of hours eamch Lk 19 20 8 8
wveek 83 you do now, There would be a
prrocedure for coordinating individual
schedules (FLEXWEEK) :
8) Baiog part of & team with your super-
visor and co-workers,vhich vould have the 30 33 12 3 13
authority to decids as & group how the
vork is done-provided the total output ) '
. of vork is the same as it is now.(TEAM)
.9) Being mllowed to take a whole year off
vith half pay after every 10 years-with 71 15 5 3 6
‘Ao effect on sick leave, annual leave,
or terminal leave. (SABBAT) :
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TABLE-5: ACCOUNTANTS

Percentage of Number Responding

all haw satlsfled Hould yéu say you are with your job? (ALLJSAT) Number
Responding

ery f. , 7, » Somewhat - Not too . Not at All -__ .
atisfied 8% Satisfied 5T%F Satisfied -2T%  Satisfied 8% - 1k
:'isfied wéu1d you say you arc with each of the following aspects of your
(Please check one)
Very Somewhat Not too Not at All
. E ) Satisfied Satisfied Satisfied Satisfied 7
(Aspay) = . - by _hos . _37% 19% | 1s8
_nge-bgﬁefitsg (ASFRINGE) 41 L5 11 3 |17
33 (ASTIMOFF) 42 48 8 2 157
Job setur;ty (ASJOEEEC) | 52 _th 77# 7 7 4 B l557;
: un;ty to get the facts | |
formation nccessary to o o
da the job well. (ASFACTS) 8 39 __ 28 - 25 157
'n:ffOppaftuﬁity for pramctioni(ASPRDH0)74377- 20 .38 ko 158 -
Dppnrtun;ty to learn new skills 7 : ;
“.and abilities. (ASNUSKIL) 1 _e1 ko 38 15T -
i TDppgrtunlty to make friends on . »
L;;’the job, -(ASFRIEND) _15 53 22 10 158
‘f,‘v“,:Dppafcunlty to decide how you :
- 'do your work. ( ASIOWDO) S 53 23 13 | 158
i511§p§§ftunity to use the skills and 7 L
-abilities ycu have.(ASUSEKL) __ 6 36 30 28 157 «
’ Dppartunlty to do a variety of _ st
thlngs (ASVARIE) T : _37 . _32 . gll- 155
Dppartunity to get .recognition
fér your work (ASRECOG) 3 27 29 Yo _ | 157 .
Dppgrtuﬂlty to have an impact _ ’
‘on the way things are done. 1. 30 32 3T . 1
g _(ASIMPAE'fy — - 28
: ,.-vyﬂpportunity to get competent _
“supervision. (ASSUPERV) 8 35 27 31 |1s8
;v7 Opportun1ty to use your time
".;na you see-fit. (ASUSETIM) 11 3} 25 15 158
50



TABLE 6: COLLEGE OFFICE ASSISTANTS (B)

Percentage of Number Responding:

K;l*ih,alli how satisfied would you say you are with your job? (ALLJSAT) Number
e : - Responding
L Very Somewhat : Not too Not at All o

. Satisfied_32%  Satisfied 56§ Satisfied 9%  Satisfied 3% . - [17T5.

Haw satisfied wauld you say you are with each of the following aspects of your

(Please check one)
Very ' Somewhat Not too Not at All
Satisfied Satisfied - Satisfied Sstisficd

Tay. (ASPAY) 138 603 _18% _9% . | 19
“Fringe benefits.(ASFRINGE) 5L k2 e 7 0 194
" Tine off.(ASTIMOFF) | _h6 _h5 7 2 fe
‘Job security. (ASJOBSEC) 69 28 2 189 .
;ngartunity to get the facts
“and information neccessary to :
:do the job well, (ASFACTS) 18 4o 28 14 9L
ﬂﬁ urtuqlty for promotion. 6 21 + 36 3 1 192
\ A5PROMO e e e Z e = :
~Opportunity to learn new skills
" and abilities, (ASNUSKIL) 9 30 - __3h 27 192

: _Oppﬂrtuﬁlty to make friends on
- tho job. (ASFRIEND) 29 59 9 3 19k

l.‘Dppartunlty to decide how you

~do your work. (ASHOWDO) 3 4 20 8 | 104
'Dppaftunlty to use the skills and .
" abilities you have.(ASNUSEKL _27 _39 _ ez 12 19k

i‘A'-;jf""C)rzl'lo:ﬁ"l;unlty to do a variety of !
thlngs (ASVARIE) 31 3l 23 12 192

Oppcrtunlty to got recognition

for your work, (ASRECOG)™ RU 30 29 27 193
Qppaftunlty to have an impact ) )
“‘on the way things are done, 15 27 32 26 193
... (ASIMPACT). — — —
" Opportunity to got competent :
‘I;,superv151un (ASSUPERV) 19. Lo 16 25 | 189
- Dppartunlty to use your time :
" as you see fit,(ASUSETIM) 20 * b5 13 22 193




| TABLE 7":’ ' NURSE'S_AIDES

Percentage of Number Responding

11,

hgw satisfied wguld you say you are with your job?(ALLJSAT) © Number

t - - Regpondi

s Somewhat Not too , Not at All o
8% Satisfied 367  Satisfied 168  Satisfied O 89

(Plégsa chieck one)

Very Somewhat Not too - Not at All
‘Satisfied Satisfied Satisfied Satisfied
—22 3T 16 -5
_ 3T 50 _11 2
33 N7 14 -
g 38 36 18 _8
! ortunity for promotion. 2k 32 . 26 18 90 iﬁ
SRty I - HE I O
pportunity to learn new skills B o
and abilities.(ASNUSKIL) 3k 28 23 1k 90 -
‘Dppartun;ty to make friends on : i
‘the job. (ADFRIEHD) _60__ 33 T 1 86 :
‘Dppartunlty to decide how you 7
.do your work, (ASHQWDG) 50 __ _36 13 _1 90

Qppgrtunlty to use the skills and . ]
ab;litles you have.(ASUSEKL) Ly 3k _13 8 90

T Dppﬂrtunlty to do a variety of 7 '

~things .. (ASVARIE) _ 3k 3 27 5 - 89.
Opportunity to get recognition 7 .

for your work, (ASRECOG _33 _26 25 17 | 89

bpﬁérfunity to have an impact

(3% _the w?y things are done. _22 37 _2h 17 . 89

0 p funlty to got competent ‘ ' o
superv151an (ASSU?ERV) _50__ 26 21 . 88

Dppcrtunitr to use your time 7 )
s;yau ‘see f£it, (ASUSETIM) _35 _ha i _9 | 88




5133‘3151: 8:

'SaéIALﬁSERVIcgrgg?ERViSQRS (1)

Percentage of Number Responding

all,

) - Somewhat Not too
l;g,, ~ Satisfied_ Satisfied

haw satlsf;ed wauld you say you are with your job? (ALLJSAT) Number

(Please check one) ; :

Very Somewhat Not too Not at All|. =~

S Satisfied Satisfied Satisfied Sat%sgied o

Pay . (ASPAY) 6% g 355 _ 7 ko1
Fringe benefits.(ASFRINGE) 35 53 11 1 Lo2
Time Off.. (ASTIMOFF) _33 51 13 3 399
3Job security. (ASJOBSEC) .30 b3 15 12 395°

o Oppartunlty to get the facts

and infermation necessary to e
- do the job well, (ASFACTS) a3 23 Lo 33 401
" Oppartunity for otion. ] : T ; 3
(ABBRoNOY Y tor prometion. 1 1 20 12 | woo.
.. Opportunity to learn new skills -
and abilities, (ASNUSKIL) - - 3 20 32 45 %00°
fgcﬁpéftunity to make friends on , -
;:the ij (ASFRIEND) 19 59 L _8 hoyr -
: Dpp@rtun;ty to decide how you ) -
do_your work. (ASHOWDO) -13 b 26 20 397
Dppartunlty to use the skills and oo
ilities you have. (ASUSEKL) 9 __ 31 27 33 hoz*
partunity to do a variety of N 7 o
ings . (ASVARIE) 12 31 29 28 hoy
Oppartunity to got recognition o
r your wark (ASRECOG) 5 21 28 46 | boyr -
rtunlty to have an impact 7 ~
on;the way things arc dons, 5 17 32 b6 | boz -
ASIMPACT) I o
;ppcrtun;ty to get compotent ) o
superv;s;an. (ASSUPERV 5 31 28 36 hoy -
Dppcrvunity to use your time .
ynu see fit. (ASUSETIM) _10 b3 a5 22 hoa

Respcndiﬁg
_ Not at All :
35% Satisfied 8% 36&:
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rinwrgaeh occupational group are  shown in Tables 5 through 8.

Desire for particular kinds of change is expeéted to be associlated
iwith certain kinds of expressed dissatisfaction. Dissatisfaction itself
, is eﬁgegted to correlate with certain characteristics of individuals. In
this sense, dissatisfaction is expected to act as an intervening variable

~ between individual characteristics and desire for change in the Job. 1

Findings
Regression of stated desires for change on expressed satisfactions gave
the following statistically significant results:
1. Desire for a labor-management committee (COMMITT) is stronger among
Accountants who feel dissatisfied with the amount of impact they have,

emong College Office Assistants who dislike the lack of promotional

organization).

2. The ideas of having some time to acquire job-related skills and infor-
;atian (SKILLS) was more attractive to College Office Assistants who were
dissatisfied with their opportunities for ‘making friends, and to Social
Service Supervisors who did not like their lack of opportunity to decide
how they did their work. Evidently some of the former group read this

 prop¢5al as a sociel opportunity (seminars and workshops) while the

latter group viewed it as possibly enhancing their autonomy.



A flexible work day (FLEXDAY) appealed generally (when the four occu-

pational groups were pooled together) to respondents who were satisfied

with their fringe benefits and job security--and diésatisfied with their
time off, promotional chances, and opportunities to learn new skills and
to decidg how to do their work. In short, flexible work hours appeal to
workers who are comfortable but restless and bored.

Reimbursement for general educational expense (EDUCOST) commends itself
most favorably to Accountants who feel they are~ doing professicnal
accounting work but not getting enough recognition for it (possibly they
also to College Office Assistants who feel their work does make use of

their skills but lacks variety. The idea also appeals to College Office

" Assistants and Nurse's Aides who express dissatisfactions with the

supervisicn they get —- this unexpected correlation sgems'to be picking
up a desire to get even with some supervisors who flaunt their education
credentials.

Stated desire for opportunities to demonstrate new ideas (DEMONS) does
not seem to correlate meaningfully with anytning.

Among the combined sample of all respondents, desire for a two-hour re-

- duction in the work week (LESSTIME) is strongest for those who feel dis-

satisfied with their time off now and with their lack of opportunity to

learn new skills, but who are satisfied with job security.

Flexible weekly hours (FLEXWEEK) have most appeal in the combined sample

. for workers dissatisfied with time off; for Accountants dissatisfied

with lack of variety; College éffice Assistants who are satisfied that
their work has an impact but dissatisfied with time off and with lack

K
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of opportunity to decide how they do their work (similar to the pattern
for FLEXDAY); and Nurse's Aides who are most sagisfigd with opportunity
tarléarﬁ nev skills (apparently a spurious correlation).

Desire for autonomous work teams (TEAM) sometimes reflects satisfaction
with the organlzation, and sometimes dissatisfaction with the way work
is orgagigedi Accountants satisfied with fringe benefits and College
Office Assistants satisfied with their opportunity to learn new skills on
the Job, as well as Hurse's Aldes vho are satisfied with promotional
chances and opportunity to use the skills they have, all express more
interest in vorking in smell teams, as do employees in the pooled sample
who like their chances for promotion. But Social Service Supervisors
who feel they are not getting the facts and information they need —- and
Nurse's Aides who are dissatisfied with their present onportunities to
make friends, have an impact, or use their time as they gsee fit —- all
have a positive interest in teams, too.

A yeer's leave of absence with half pay after every ten years (SABBAT),
generally the most popular proposal, appeals most to respondents in the

combined sample who are dissatisfied with the time off they have now.

+ Having established that some of these satisfection varisbles ere related

as expected to desire for certain changes, we mey now ask whether the char-

acteristics of individuals account for differences in desire for chenge, and

to what extent any connection between individual characteristics and desire .

for change can be traced through expressions of satisfaction. However, the

resulta show such a tenuous association between individual characteristics

and desire for change that the hypothesis about satisfaction as in inter-

vening variable cannot even be tested.

oG



Regressiﬁn of desires for change on characteristics of individuals
.shaweﬂ a few conslstent and statisticelly significant conne:tlons But the
.characterlstics of main interest here -- age and educational background --
seem to have little consistent éff&ét.ls In this sample, more highly
educated workers in general show no stronger interest in job changes that
would permit greater self-direction or personal involvement -~ nor in any
other kind of change in the job. This negative result might have been
discounted if the proposed Job changes were simply irrelevant to the concerns
of people in this sample. But the significant associations between desires
for change and expressed satisfaction, summarized Just above, would seem to
bar such an escape, The inescapable conclusion from this data seems to be
that education is not one of the variables that affect p;efgrences for changes
in the Job. Siﬁila.rlyj age by itself has no consistent association with
desires for change in the job.

A few independent variables do have consistent and significant effects.

Among Social Service Supervisors, people who have experienced abnormal insta-
- bility in their jJob assignments express greater enthusiasm for job changes,
especially for flexible hours. They also exp;ess more diésat,sfaétién with
most aspects of the Job. A similar pattern occurs for Social Service Super-
vis;rs who are not actually supervising anyone but who would like to do so.
_ They have a stronger preference for most of the proposed job changes, especially
the autonomous work teams. And they, too, express more dissatisfaction with
most aspects of the jobf .

Among College Office Assistants, those who have more frequent contact

with students express less desire for most changes in the job,. and generally



more satisfaction vith the job as it is. Interacting with students provides
satisfaction vhich the proposed changes evidently woul@ not enhance.

A surprise among the Accountants: those who have had to wait a longer
time since their last promotion relative to the length of time it took to
get:théﬁ last promotion have less enthusiasm for change, and more satis-—
faétiaﬂ with the Job now. It is hard to avoid labeling this as civil .service
stagnation. 4

These four variables are not, strictly speaking, characteristics of
individuals; they reflect aspects of a person's experience on the job. Most
of the purely personal characteristics measured here simply do not show con-
sistent connections with ratings of the preferred job changes. Only two
exceptions were found. Social Service Supervisors who have another wage
earner in the household report less enthusiasm for chenging the job ~-- except
that they would like more time off -~ and report rmore satisfgctiaﬁ with
almost everything. Also among Social Service Supervisors, males have less
interest in the proposed job changes -- but they also report lesé satis~
faction with most aspects of the job. This ;3 the only variable which affects
desire for change in the sareway as it affects satisfaction. Male Social

Service Supervisors seem to be in a funk.

Conclusion

The associations between individual characteristics and desire for
various kinds of changes in the Job are highly complex. In this sample
there are no simple ways to categorize people for the purpose of predicting
hcﬁ they will want to make changes in their jobs. Demands for change are in

large part idiosyncratic, an expression of individual personalities. To the



extent that the union leadership or management éré interested in improving
the quality of working life for these employees, they would need to be
sénsitive to unpredictable individual differences.

As for the college cohort of the 1960s, these findings give no reason
to expect them to be a force for any kind of change in the workplace --
at least by virtue of age and educati;n alone, But cohorta,too, may have

thelr idiosyncrasies. L
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QDaniel Yankelovich: "The Meaning of Work"; in Jerome M. Rosow (ed.):
The Worker end the Job, Coping with Change; Prentice-Hall, 197h; pp. 36-37.

10venkelovicn, p. bil.

llDescripticﬂ of the sudden deluge of writing was given by Ted Mills,
Director of the new National Quality of Work Center, in an address to the
Public Affairs Council, Washington, D.C., May 2L, 1973. Books of the period
include: David Jenkins: Job Power, Blue and White Collar Democracy; New
York: Doubleday, 1973; Harold Sheppa:d and Neal Herrick: Where Have All
the Robots Gone?; New York: Hew Press, 1972; Studs Terkel: wGrklng
New York: Random House, 19Th; Work in America, report of a special task
force to the Secretary of Health, Education, and Welfare; Cambridge:
M.I.T. Press, 1573; also the bgck cited in footnote 9. Among the media
features was a Newsweek cover story: 'Who Wants to Work?"; March 26, 1973.

lEGeorgE Strauss: "Job Satisfaction, Motivation, and Job Redesign';
Chapter 2 in Drgaﬁiggtlcnal Behavior, RE;EErCh end Issues: Industrial -
:Relations Research Association Sprles, lQTh pu. 21-22, Second part of the
_quote is from Chapter 8 of the same volume, "Implications for Industrial

~Relations", written with Raymond E. Miles and Charles C. Snow; p. 195.
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L3mi Ginzberg: '"Work Structuring and Manpower Realities"; paper
prepared for the International Conference on the Quality of Working Life;
Arden House, September, 1972; p. 1h, !

thﬁQtEd by John Hoerr: "Worker Unrest: Not Dead, But Playing Possum";
Business Week May 10, 1976, p. 133.

lET@ test whether large standard errors, and resulting statistical
insignificance, were due to use of ordinary least squares regression with
dependent variebles measured on a four-point scale (creating some hetero-
scedasticity), each dependent variasble was decomposed into a series of
binary "splits", and the probability of a respondent falling on one side:
or another of each split was estimated by conditional logit analysis. The
results vere not qualitatively different from those shown in the text.

Previous studies have also found mixed effects of education. One
(Barnowe, J.T., T.W. Mengione, and R.P. Quinn: "An empirically derived
model of job satisfaction.” Unpublished working paper, Survey Research
Center, University of Michigan, 1972) found no consistent relationship

in predicting Job satisfaction, A measure of overall job satisfaction

was regressed on 33 separate "quality of employment predictors." The 7
regression coefficients vere standardized (converted to beta coefficients)
and then ranked in order of size. When these rankings are compared for
workers with Aifferent amounts of education, results are inconclusive.
Comparing 410 workers with some college or more versus 915 workers with high
school or less, the most relevant findings were as follows (a low rank
denotes greater importance):

lank -

Item

Worker's job allowed him to make =
lot of decisions on his own. 27 3

Worker had enough facts and infor- s
- mation to do his jJob well. 29 9

Worker's employer made many fringe
benefits available to him. 1 25

. Worker's Job required that he he
creative ] 6 30

Worker's Job did not prevent hin

from using skills he would like

to be using. 3 1
Worker was a full-time worker who

‘recelved a high income from his
Job., 10.5 8




‘ , l?(cantinued) The first three items in this list support the hypo-

" thesis that more educated workers give relatively more weight to autonomy
than to monetary rewvards, as measured by fringe benefits. The second item
-seems” to suggest that educated workers are more concerned with understending
- - their work more thoroughly, perhaps including how it fits into a larger
- .context. But the fourth item contradicts the hypothesis, and the last

. two items show no difference,

, Earlier studies had mixed results. Asking people simply to rank the
~ aspects of a job that was most important to them, C.E. Jurgenson ('Selected
- factors which influence Job preferences.” Journal of Applied Psycholopy 31
(6):553-56L4, 1947.) found pay was more important for less educated people,
‘while J.P, Troxell ("Elements in job satisfaction." Personnel 31 (3):199-205,
1954.) found just the opposite,
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.. 'WHY 'UNIONS. DO NOT BARGAIN. FOR JOB ENRICHMENT: SOME WEW EVIDENCE

The sudden deluge, in 1972 and 1973, of writingl on job enrichment,
: 7gﬁglity of working life, and the possibility of employees becoming more
' Eﬁrsaﬁallf involved in work seemed, for a moment, to put the leadexs of
organizaed labor on the defensive. At a UAW conference of p:gdu;ﬁian ’
workars Iin February, 1973, during a discussion of “"poneconomic issues”
delegate asked to conaider what could be done about "the boring, repetitiva
jobs in Eraauetian,"z Praszsident Leonard Woodcock retorted,
"There are a lot of academicians, who are writing a
lot of nonsense, who don't have any answer either.
But they like to create a professionalism which
could give mora jobs to some people who have never
done any real work in their whole lives."3

In the same month, the AFL~CIO magazine American Federationist reprinted a

sarcastic speech by William Winpisinger, vice president of the Machinists,
- in which he ridicilad the "psychic penicillin known as job enrichment"
prascribed hyilabgr‘s good friends in government, intellectual, and academic
4

circlas,” Instead, Winpisinger, argued for

more of the kinds of job enrichment that unions *
have fought for —-- better wages, shorter hourzs,
vested. pensions, a right to have.a say in their.
working conditions, the right to be promoted on

In November, 1973, the UAW did establish with General Moters a joint
.;.Eamgittgarta Improve the Qualit&iaf Worklife, with the reséﬁnsiﬁiiity to -
.t:§é§iewj develop, and evaluate projects that "improve the work enviranmént,“s
:;fééﬁévgf, this Committee apeﬁétes autsiég the actual collective bgrgaining

x§29§e55§ The UAW leadership may have“g singéze interest in learning about
;fﬁ;w ;griégrg?e the quality of worklife, but they are not pressing the_issue

" at the bargaining table.




Reluctance to initiate bargaining over the quality of worklife has
not been limited to the UAW. Albert Blum and others examined contracts
 from 108 different unions in 1970-1971, looking for
any clause referring directly to job enrichment
or other motivational programs or, indeed, to
any contractual attempt to make work more
diversified and interesting....’

They concluded that"formal acceptance of motivational concepts or programs

in collective bargaining agreements has been almost non-existent."8

"If job redasign programs aﬁe good for workers," wrote George Strauss,
Eagm§nd-ﬂiles. and Charles Snow, "them unions should take the initiative |
in getting them introduced (as scme professional unions have daﬂe)_“g
Why, then, do so few union contracts provide for anything resembling job
enrichment? And why is it true, as Mitchell Fein claims,lg that the

studies conducted in recent years "to prove that workers really want job

enrichment" have all been initiated by management, never by unions?

The data to be presented in this paper mﬁy help answer these questions.
The key finding, from a survey of members of one particular union, 'is this:

Even when individuals say they would like some particular form of increased

involvement on the job equally well as some form of purely personal benefit

sﬁeb as additional time off, they are likely to be willing to forego biggeﬁ
' pay increases farithe personal benefit than for the increased involvement
on the job. If further research finds this same pattern éf preference in
Egthe workforce ét large, it would help éxglainiwhy ﬁqians‘ﬁa not seek job
enfiehment th;éugh collective bargaining, where éemands ean be won only

at a price. The observed pattern also implies that employees will be

more enthusiastic about job enrichment if they can somehow share in the

benefit of any productivity gains.

6o



The data reported here came from a 1974 survey of publig union members
iﬁ a majef northeastern citf_ The sample, from a large and heterogeneous
lgublie unien, consisted of all union members in four narrow occupational
groups: Sceilal Service Supervisors, Nurse's Aides, Agéeuntants, and College
Office Assistants (sesretagies in a public university system). The survey
was zar?iea'aut,ll after a year of discussion and pretesting, from May
through July 1974. At that time the national unemployment rate was rising,
but had reached only 5.3 percent, and employees in this sample were not yet

éénéa;ned about layoffs.

The union leadership z@ﬁgarafed agti#ely- by providing membership
lists, helping us* to arrange interviews, reviewing drafts of our qué%tiaﬁ—
naires, ané-writing cover letters. Though the union was by no means committed
| to using the survey results, the fact that the leaders actively cooperated
meant that respondents could see some possibility, however small, that the

svrvey would influence union policy and therefore their own jobs.

We developed the questionnaire by talking to small groups Df\thé
rank and file, who made numerous suggestions for improving their own jobs
in concrete, specific ways. The questionnaire began, "How much would you
~ personally like or dislike each of the following specific proposals for
changing your job?" 1In recognition of the fact that in collective bar-
’gaihing there must be tradeoffs, we presented the same list of proposals
*The first person plural incorporates several individuals Qhasé
assistance in planning, executing and analyzing the survey was indispensable

to me. These are David Berg, Nancy G. Galuszka, Franklin Lewls, Leslie
Petrovins, Ellice Peyton, Charles Whitmore, and Mark Willis.



1 later in the questionnaire, asking respondents tc indicate how big

gayf:aise they would require in exchange for doing without each hypothetical
ehanga in the job, if they had to make this choice between a raise in pay

“and a particular change in the jgb itgelf.

Ag;;vement in_the Job

Tha qua;itative rat;ngs of Prapasea job changaes are shown in Tables

:tlfth:aggh 4. In each table the first five columns aisplay the percentage

'5i§i§tfibuti§n of responses to all the proposed changes, for one occupational
graupi The next three columns in each table give the percentage distribution

af respanﬂents who indlgataa they would like a proposed change more than,

-

tha ~game as; or less than s;mply having their warking hours reduced by
‘2 hours a weeE. This comparison uses the stated aéslre far having the
) 2 hour reduction in work week as a baseline for assessing the stated desires
.:£ﬁr all the other proposed changes. Since some of the gr@éesaLs':epragentea
i passibilitias that some of the respondents already had, the gegéentagag in
r’thé iast three columns refer only to respondents who answered the question
"and wh; did not indicate that this was s@méthiég they already had. 'The number
of these respondents may bhe different for each Erépased change, éQa is

—~ghayn-in the last column of each table,

| Tables 1 through 4 show that most people in thié sample express no
-mﬁég'dasire‘fcr a 2-hour reduction in their working week thén for proposals
Hh;:h wauld give them more opportunities for lea:n;nq #nd for invelvement
: in.the jab. Whi;e more than half of the whole sampla d@rsay they would -
..,_1ik§ %gry much to have their working hours reduced by 2 hours a week, a
"évjéjgfitg gff%%ch acﬁupatiéﬁél group view all of the other changes, with
 §'éna exégptian,}at least as fa;arably as ha?ing more time off. The single

o




;tiﬁgy saem surprising that fespanaents do not express greater favor
':fégi‘»réaﬁ:*&ien in hours of wark. But this finding is consistent.with the .
gsp@nsas tn am;nther question: -

Euppesa that yau won a million dallars in a lottery,
- and-on the same day the city announced it could no

longer pay your salary. Would you continue to spend

' any time at your present job as a volunteer?

vEéﬁwééh 25 and 3@ percent af‘the Accountants, Social Service Sﬁpéfviséré,

'ana Cgllage foit"_‘a Assistant answe:ed "yegi" And among Nurse's Aides, . —
wha earn abaut $8,000 a year, the proportion will:.ng to valuatear was an ;
f?@amasing‘?? percent. This raises doubts about the general validity of
;ifﬁilliam Winpisinger's eéntentian that, "If you want to enrich the job,
&f'ﬁegin to iéﬁfeaéé'éﬁé ngéher of héurs a wa;kar.has ta lzbor in order to-

" earn a decent standard of living."

On the whole, thé~méstépagﬁlarjgrggasalsiwere those .that: would create more

i :aggagtunitiES-far:laa:nigg, both on the job and off. CQEParisan af column

sik . with: :alumn a;.ght in Tablés 1. Eh::augh é shaws whethe; the number

'I’hase were: ;eimbursement for the :::st af educatian or u:au:zseling

»iﬁhaattfaetea more pﬂsitive than negative votes relative to an extra 2
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‘:thg:s aff a week. One was payment for the cost of education, training

| téf caunsellng, whather job-related or nat, The other two were: having

V‘Aiﬁ or 15 minutes at the beginning and end of each shift fgr briefings
';n the status of pétients: and having five days with pay every year for

:;.tﬁazgugh orientation and training. BAmong the College éffige Assistants,
gﬁlﬁ the half-pay sabbaﬁi&al idea was rated fagérahly more often than

. unfavorably relative to a shorter work week.

Despite the fact that ﬁgre respondents would prefer extra time off
-ﬁa more involvement in the job through eammitteas, teams, or demonstrating
-"naw ideas, those who would prefer more involvement to more time off represented
- a considerable minority. Usually more thén one out of five respondents in
'eaéh group, and never fewer than one out of ten, said they would like
 tn'bE,§ﬂ a egmmittEE’ta discuss proecedures, or to work in asmore..autonomous
' team, or to have a ehahée +o demonstrate new ideas of théi£ own == more

“ than they would like a 2 hour reduction in the work week.

Apart from the ratings of these particular proposals for increased
involvement, many respondents expressed a general desire to help .get the
work done more efficiently and effectively. A large number of a:ﬁplaints

-and suggestions came out in response to the following request, which
" oceurred.at the end of the list of hypothetical job changes:
If you have other ideas of your own for improving your
job, please feel free to writ them here, as well as
any comments about what you esgéélally 1ike or dislike
abaut yaur jgb. ;

'Qﬂé College Office Assistant, for example, simgly camglalned "There

;igdggpvenaughv3cb—relatea communication on my job. This causes confusion.”




A Social Sexvice Supervisor elabaratgaé

The most important thing lacking on my job is a
coordinated program of upward and downward
cemmunications. This lack of "good" communica-
tion, upward and downward, results in a large
number of frustrations in properly carrying out
the chief aims of the Agency. )

Another Social Service Supervisor explained how mechanical rules may

replace personal involvement:

- Civil servants are riot trusted by the administration to be self-
motivated, spontaneous, creative or imaginative; policies

and procedures are necessary for standardization of implemern-
tation and as universal guidelines to guarantee efficient

and objective procedure, but agency atmosphere is so
bureaucratic that the consequence is regimented, mechanistie,
rigid, and inflexible mentality on part of workers.

==

When workers are not given credit for their initiative and ingenuity, but
are given rigid procedures to follow instead, they may feel degraded. As
a Social Service Supervisor put it:

The worst part of the job is that most people's functions tend
to revolve around paper work and satisfying various
Federal and state requirements. There appears to be littl
raam=faf.ingéhuity} imagination, and incentive to do a goo
jehg or helping.the individual or community reduce, Part;ally
r totally, their dependence on welfare. The job's profession~
alian has been greatly decreased, especially in the 1ast
three yéars.

ﬂaw m

B Similarly, a callage Office Assistant resented 'being forced to abide by

some really stupid rules, which are made by people with absolutely no

~: ‘knawiedQEfgf how an efficient gffica should be run)' The "stupid rules"
fi;'and laék of apgartunity to make a personal contribution undoubtedly drive

ipsame h;ghlg mativated individuals to quit. A Social Serviee Suge;vlsar
,u,.:epartea- !
 ,;§3 I EEEEEiaily dislike the lack of opportunity on this
' ~ job to have an impact, to feel my work is at all signifi-
cant. I personally feel that our work has little effect
on the system -- if any. Furthermore, there are no
-~ . other personal rewards available in this job -- no place
 fa? Persanal "input,” no recognition for achievement, no




cpportunity to use talents and abilities, no chance

of promotion to a meaningful position. My goal is to
leave the job as quickly as possible in order to obtain
employment in which I can be 1nvalved and also feel

my work is significant.

‘A CQllege Offic sistant described how computers can compound the problems
ané hnw workers can eventually lose hope:

I believe that the most frustrating part of working for

- the City is the "bureaucracy"” and the inability to
‘penatrate unending regulations..... All this is
compounded by computer operations, which, when operated
efficiently produce good results. However, when operated
inefficiently produce errors which are costly ard rarely
rectified -~ in fact, they are usually compounded, thereby
increased. PFurther, there is very little room for inven<«?
tiveness or originality in a "bureaucracy." One tends to
"join" it because onr cannot "fight"litl

And an Accountant explained how the "civil service attitude” and excessive

' paperwork can become a vicious circle. She complained about

:[haviﬁqj to get thraugh the hiararehy af authafity to.
wh;zh are usually never e@:réctad; The "¢1v1l se;v;ce
‘attitude™ of less work for more money and not "sticking
your neck out.™ The incredible amount of paperwork
‘which only serves to bog down the smooth flow and
quick transmission of information. The fact that we
are constantly working under prassure to prepare axternal
reports with very short notice by agencies that have
nothing to do with.our agency and the feeling that these
reports are worthless.

| grﬂggsals'fgr improving communications. A College Office Assistant

' suggestea using quastiannaire

There 1is no communication between the actual workers'and:: -
- the top level adminstrator who ilssues the orders and
directions. 1If, before these orders and directions
. are issued, a questionnaire is sent to the various
. departments involved, we, the actual workers) could
suggest many ways of getting the work done more
. aefficiently and in a less time consuming way. The "red
©. . tape" involved between the worker and the chain of =
- administrative authority is wrought with frustrations
* to-such an extent as to leave the worker with a completely
"-helpless attitude toward the job. 88




ocial Service Supervisor proposed face-to-face meetings:

ffiﬁ"**ﬂﬁrking in a public agency I often find the administration
L giving "lip service" to the stated aims of the agency. That
'is, though they profess to have the best interest of clients
at heart, they often serve as obstacles to expediting services
to clients by becoming overly concerned with bureaucratic
minutiae. I also find that there is too much insulation
‘between field units and high administrative types. Working in
~a child welfare agency, I feel it would be helpful for, say,
the director of the agency to have periodic meetings with
- unit supervisors and caseworkers, or perhaps better, a committee
of representatives of these groups. At such meetings each group
could confront each other with their expectations of each other.

Several respondents expressed confidence that their suggestions could
help get the work done more effectively and efficiently. One College
Df fice Assistant declared, ; -

I would like ta'he'germittea to run the office more efficiently

by being allowed to alter some really unbusinesslike procedures.

" (purchasing, time reports, etc. ). Some of these cumbersome:pro-
- cedures take up a great deal of time and can feally be done

fastar, better and easier.

Bnathar cgllege folce Ass;stant, in a simlla: ve;n-

! lll

»I geli&ve that seeretaries shcul& be cansulted as to certain
N procedures where they have the experience of dealing with
s - gama. Supervisors (teachers, etc. ) may try to implement
certain procedures, whereas the secretaries know full well
. such procedures will not work. It has happened and with
. logs of time, money ané energy that could have been well
spent. .

jEinally, twa Social Service Supervisors volunteered the following

cﬁmants H

'fg‘fI would like this idea very much] if my reports and suggestions, .
. ‘as well as the reports and suggestions of others, could somehow
~be:implemented or at least be heard or reviewed by powers that be.

»fﬁ[I waulé like] to have the opportunity to create work forms
= (standafﬂ paperwork forms) consistent with information actually
‘wjutilized on the job. As it now is, standard forms do not meet
. our exact demands for information, or require information not
_-“really .necessar— to do the job well., These forms should be
'*Fa;reated by peop.e actually doing the work on the client-worker
level, not some central office "genius" who thinks he knows:
~what the forms should entail.




" This gample of spontaneous comments testifies that some people in
. these public-agencies had ideas for making the organization more effective,

L e . : 13 . , .
- and they wanted their ideas to be heard and used;l’ When combined with

?f¢ for learning instead of 'a 2 hour reduction in workweek, and a considerable
ﬁinﬂrity would even reject the extra 2 hours off in favor of opportunities
for greater participation, these statements confirm that there is

' considerable expressed demand here for more involvement in the job..

: _Rslat;vé Uﬁwillinggess o Farega Pay Raises for More Involvement

JIf thaié is such demand for more iﬁvalvement.in the job, at least
among some of the members, then why does the union not make this a regular
" issue for collective bargaining? In private interviews and public
>§tatemants, this unian‘% leaders have praised the members' dedication
to their ?érkgffsﬁt the union's E;ecﬁﬁive Director told us our proposals
for more involvement in the job are not viable in‘the "cold, hard reality"
of collective bargaining. The union's bargaining power, he said, must

ba conserved ané focused on bread-and-butter issues.

If demands for more participation and involvement by employees can
be won in collective bargaining only by conceding other demands, then would
these union members be willing to make such concessions in facﬁ? In
Vgarticular, would they be willing to forego increases in pay? We tried
_E§x325wa: this question in our survey by-presenting our list of proposed
jab;ehanges.a second time, with the following iﬁst:uétiansg

. Please consider again the following list of possible changes
in your job. As you look at each item on the!list, suppose
~ you could have a raise in pay instead of that particular
change in the job. How big a raise in your annual salary
~ would it take, to get you to choose the money instead of that
---change in the job? Please write that amount in the blank

. space before each item on the list.

- . 9 0




For example, if one change would be worth twice as much to
-.you as another change, you would write twice as much money

next to the change you like better.
The amount of money written néxt.té a;y item may not measure the eﬁaet
point of indifference between money and that itam, because the instructions
did not explicitly ask for thefmiﬁigﬁm pay raise for which a person would
‘ forego eéeh change in tha‘jab_ Nevertheless, if a respondent had indicated,
« . the first pass thtéagh the list, that s/he "would like" one of the
proposed changes but "would like very much" another proposed change, then
s/hé should now write a larger amount of money next to the latter item.
Or so we expected. Generally, we expected the rank ordering of the proposed
changes by any respondent on the first pass to be very gimilar if not

jdentical to the rank ordering on the second time through the list.

Pretesting different versions of this quéstién showed it was
difficult to get the idea across to some people. -The.aifficulty was greater
' bégause the union leadership oprosed asking more directly, "How much money
;wguia you give up in order to get each of these particular changes?" Even
a hypothetical and voluntary reduction in pay could not be formally considered.
So the question haé to be phrased backward -~ in effect réqﬁéstinékresganaants
tha pretend they already had the chance to get each change and asking them
_ how much they would sell it for. Not su:prisingly; about one=third of the
:}fesﬁéﬁaERts did not answer thié question. Many of these people wrote
.éémﬁénts hﬂwevar} which help to explain the responses of those who did

' The comments reveal that what prevented some people from answering was
- that they did not believe they should be asked to forego a pay raise in order

_to obtain changes that would not cost anything. and might even help get

91



the WEIE do..a better. For example, a Social Service Supervisor put asterisks
next to the ideas of being on a committee, acquiring new skills, flex;ble
o h@ﬂrs, submitting written proposals, and being part of a team with more
E:aufhﬁrityi At the bottom of the page, beside another asterisk, he explained:
These are to improve departmental efficlency. I don't believe
it is a matter of money. The city should do this to improve
their situation as much as mine. :
ehégmilarly, another Social Service Supervisor noted, next to the praoposal
. for submitting writtanlauggestians:
This should be an ongoing program of every agency and never
related to a pay issue. In effect I am being asked, if I
approve of this, to pay for an increase in the effectiveness
of my agency. This I refuse.
And a College Office Assistant. who.had indicated she "would like very much"
. +to have Ffive days of orientation, nevertheless refused;ta forego any pay

for it because, she said, it "should be part of the job."

sart o SRR : Toen e nEdal : A
_ Some peaplé considered the question downright immoral. They resented
’i:g;ﬁ:?"z B [ _uxg_i

-Eeing-asked to choose between cash for théESélves and changes for the common
good. A Social Service Supervisor de:;ared.
I eannot answer these questions. You are asking me to

"sell™ my principles and destroy my ethiés by acecepting
money rather than achieve improvements for all.

"This moral conflict was sharpest for the Nurse's Aides. Their present
pay level is the lowest of the four groups in theréamgle_ But they also
 jdentify strongly ith;the patients in their care. About half of the =

“iiﬂursa's Aléesg:ansequently refused to consider a :thEE between a raise

'r:in an and an improvement in the job. Others answerea begrudglﬂgly_ Ona

k. eampla;ned, "That's like puttiﬂg money value on a patient's life.™

' e
f;:Anathe: stressed, "I néea money, but I don*t want to get it in a way that

Q%fwaula heneiit me and no one elsa. To her, the proposition seemed like.

‘*’;1a§teg§t to "keep me from :ampla;nlng by paying me."

i3
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A number of other respondents simply refused to sacrifice any job
{fimgrévemant for personal financial benefit. 'They did not argue that the
;_géépaseé ehﬁnges would actually benefit anyone but themselves. However,
 they seemed to assume that improving the jobs would not cost the taxpayers
‘?anything, so0 it would not be fair to require emplovees to forego any pay
for imprcvement in the.-job. For example, one Social Service Supervisor
vowed:
I would not accept any increase in my salary if it is
conditioned on sacrificing improvement in work conditions
=-= I prefer a more rewarding job situation in terms of a
change in procedures and policy.
- And another simply declared she "would rather have changes than more money.™
For scme respondents, the refusal to make a ha;ﬂe 1s expressed as a
' belief that money and job improvement are simply incommensurate. A
3;cﬁ1;é§e Office Assistant asserted: "I don't want to answer these questions,
héeause-i don't believe in the theory that money makes up for everything."”
A Murse's Aide expressed an absolute preference for job improvement, which
would seem unnatural to most economists:
I think if you can improve your job it's better than the
money. I1'd g;efez the improvement, because you're more on
the job than you're at home mostly. And if I am satisfied,
it!s more pleasant then. 1I'd rather have the change. I
think my job is very important and I'd like to see it improved.
The job is a lot to me. It's not just a living. It's also
helping other pecple and I enjoy it. Especially when you're
working with sick people, this is how I feel.

ments reveal that some pegple who - ;efused to consider a choice between

£7ma:a mcney and changes in the job did so beeausa thay regarded some
~;a,fthe prapasea Ehanges in the job as éithér Eastless or positively

fbanéﬁiéial to the agency.




This explanation for non-respcnse suggested a fruitful way to analyze
the responses of the majority who did give answers. We discovered that a
respondent who indicates, on the first pass through the list, an equal degree of
Y1liking" for any two proposed éhangés, tends to be willing to forego a larger
amount of money for one of the two changes than for the other if the former
change represents a personal benefit and the latter represents a proposal to

allow more responsible involvement on the job.

For example, there were 19 Accountants who indicated they "would
like" having the opportunity to demonstrate new ideas (item 5 4in Table 1),
and who also stated they "would like" having their work week reduced by
2 hours (item 6). BAnother 24 Accountants indicated they "would like very
much” both af:theae proposed changes. Thus a total of 43 Accountants
signalledran equal degree of EQSitiVé "1liking" for these two changes.
ngever; when asked how big a pay raise they would be willing to forego
in order to obtain each of these changes, 28 attgahea-a larger monetary

value to tha 2 hour reduction in work time, and only 15 would forego

is less than 5 percent that this difference would occur by chan:é=if
the average respondent really attached equal monetary value to the!twc
proposed chgnges.lé Therefore, we conclude tﬁat these respondents are
usually willing to forego more pay in order to have the work week reduced
by 2 hours than to .have the opportunity to demonstrate new ideas -- even

though they "would like" the two changes equally well.

The same comparison, between all Paifs of proposed changes, and
within all four occupational groups, gave the following results. 1In

this list of results, "A>B" means "among respondents who stated an equal

04




'"éeg:‘e;é of 1liking for A and B, a larger monetary value was significaﬁtly more

in ahb,r,eviatéa form, with number=s in parentheses referring to the actual.
descriptions as listed in Tables 1 through 4 (the number and order of items
differ between groups). Among the Accountants:

Sabbatical (9) »all other proposed changes except educational
reimbursement (4).

Flexible weekly hours (7)7 being on a committee to improve
procedures (1).

2-hour reduction in work week (6) D opportunity to demonstrate
new ideas (5).

2 hours a week to learn new skills (2) Fopportunity to demonstrate
new ideas (5).

Among College foi ce Assgistants:

Sabbatical (10) }all other proposed changes.

Flexible weekly hours (8) 7 being on a committee to improve
procedures (1), educational reimbursement (4), oppor-
tunity to demonstrate new ideas (5), annual orientation
week (7), and being part of a more autonomous work team (9).

2 hours a week to learn new skills (2) >opportunity to demon-
strate new ideas (5) and annual orientation week (7).

?iiagﬁié_ daily hours (3)rannual orientation week (7).

Being part of a more autonomous work team (9) 7* annual orten=-
tation week (7). -

Ameng  the Nurse's Aides:
Sabbatical (10) > 2-hour reduction in Eﬁ:lﬁ;'ﬂéeﬁk (5).

Annual orientiation week (4) ’? being on a committee to improve
procedures (2).

Educational reimbursement (6) > 2-hour reduction in work week (5).
' Among Social Service Supsrvisors:
. Sabbatical (9) 7 all other proposed changes.

Flexible weekly hours (7) » all other proposed cha.ges, except
sabbatical (9).




Educational reimbursement (4) 7 2 hours a week to learn new
akills (2), 2-hour reduction in work week(6), being
Eart af a more autonomous work team (8).

Flexible daily hours (3) > being part af a more autanamﬁus
work team (8). .

'Generally, the proposals for which respondents are most likely to

:  fégega larger pay raises are the decennial sabbatical leave, flexible

R ﬁafk hours, and educational reimbursement. These are ptimarily personal
- benefits for individuals. The proposals which would allow more involvement
. on tha job anﬂ which might thus benefit the agency == being on a committee

7_ta improve procedires, being part of a work team with more authgrltg to

" the least likely to be given larger dollar values.

N Thfee seeming anemalies do occur, but they can be explained. First,
jf é;iié§e Office Assistants attach little monetary value to the proposal
Tf@r eduéatinnal :eimburseﬁenti The raason méy be that tﬁis represents only
‘ﬁla marginal extans;sn of benefits to which they are already entitled as

f;lémplayees in a ug;versity systami Second, Nurse's Aides and Eacial Service

T'Supsrvisars Wﬂﬂld fcregﬂ su:gr;s;ngly little pay for the saka af a 2=hour

Eeéuctisn in the work week. For the Nurse's Aides, numerous eammants

5u§§35ts that this alteration in the sequence of 8-hour shifts (around
théﬂclack) ‘would be felt as a~fﬁrfhérfaisrﬂptian in. work schedules that éra
alraady ha:é tﬂ preﬂict or cantrgl, due to frequent sudden. ehangas. {This
al ;exglains the lew ratings given to flexible work hours in Table 3.)

ng the s:cial Eervlce Supervisors, the general atmﬂsghere of m;strust,

whish calars sgme of the comments reported earlier, may have led some

:espandgnts ta EﬂSEEEt that a reduction of working hours would somehow

a,reductian in Pay if they lnd;gatea a willingness to fargga money

Y6
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- for it. Thira; the Social Ssrvice Supervisors' low monatary valuation

=

1 éé 2 ﬁsu:s a week for learning new skills may simply re. .ect the real
Q:ineenti?e provided by their contract, which awards ﬁighar pay for

* formal ﬁraiﬁing in social work, but not for informal 1earniég on the

i jsb. Although we must be skeptical of e#éi%Aéti@n after the fact, these

three seeming anomalies thus do not require that we deny the general

pattern which emerges plainly: Individuals may "like" proposals which

would increase their involvement on the job and hence mighﬁ improve

qgganizatiaqal effectiveness, as much.as they would like propasals which

'mgrqviaa more personal benefits, but when it comes to trading off against

'highaz pay, they are likely to forego more money for the personal benefits

. ‘than for more involvement on the job.

Conclusions and Implications

These £indings suggest an explanation why unions do not initiate demands

_{fa: programs like job enrichment which would let the employer make better

vusa of employees' energy and intelligence. This explanation is neither

_that union leaders lack imagination, nor that they fear more invelvement in

'5thg~jab would undermine their members' loyalty to the ﬁnian;lsv Rather, the '

explanation would be that union leaders correctly perceive-their members®

. relative unwillingness to forego pay increases in order to get more

1§p§¢:tuﬁity for involvement in the job. If winning such aopportunities through

'eéiiaétivambafgaining<:eggireszcén§essians in-terms-of pay, and-if union members

in the work force at large have attitudes similar to the sample in this survey,

. then accurate representation of members' preferences would in general preclude
P L g s

" bargaining for job enrichment.
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* ¥ Mlthough there is no guarantee that ;ob enrichment increases labor
:fpraductivityglé it is pot uncommon for management consultants to claim that
i”itﬁia&sil7 Sé&éral of the respondents qu@teé earlier in this paper assumeé .

or asserted that they could improve productivity if they had a chance to
, gutrssme of their ideas intc practice. And several union spokesmen have

exprassad thaiz suspicion that job enrichment might be a way to trick workers
into being more prcdugtiveilg It mighﬁ therefore make mcre sense-fér unions

to approach job enrichment as a kind of technological change which may

§§t33tially increase productivity or the personal satisfaction of employees,

or both. Programs for getting employees more iﬂ?@lﬁeﬂ in their work could

then be developed within a framework similar to those which have evolved .

for discussing pr;égg%ivity.lg

In the public SEcﬁcr a combined approach to job enrichment and productivity
‘may be one way cut of a léng term dilemma which presently confronts the

uﬁiaﬁsi On the one hand, public employment is the-quiékest and, surest way
;ﬁé abgsorb the sgrglus=lébar that arises from recessions and from continued
-:iﬁp:@vemegt in labor productivity. On the other hand, many geap;é, for various
}féasans, perceive ﬁubliz employment as was*eful and unproductive. Thus the- '
| é@éaailéa public service employment programs -- as in the lé?l Eme%geney
iEmgiaymeﬁt Act, the 1973 Comprehensive Employment and Training Act, and even
;ﬁhg 1976 Eﬁmgh:eyigawkins bill -- which are designed to reduce the overall.
 §3€3:95 unehployment, do so mainly by creating short-term jobs instead of long~
;téén’;ﬁﬁau:tivé employment. To escape the dilemma of such self-defeating
?éé;@ti;ns, unions in the public sector have an interest in making permanent
 §u§1ic_ém?1ggment more politically galatable-; Ralph Flynn, former executive

“director of the Coalition of American Public Employees, argues that




o public zector labor must concede that labor organizations

~=  _.do, in fact, have a responsibility for the quality of the

’ services their numbers provide, and they must act accordingly.
In this, public sector labor cannot turn to the older,
private sector labor unions for instruction.””

ffgﬁﬁila recognizing that employees want to share in any productivity gains
_~that may result from their greater involvement in the job, public unions

. may alsc have a special interest in enabling such involvement to come

“;fébﬁaté

e
o)




FOOTHNOTES .
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