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WORKPLACE DEMOCRACY AND EDUCATIONAL PLANNING.

- . ’ AN

. - ¢ -

'I. INTRODUCTION : S .

Virtually all of the advanced capitalist countr1es of the world are

facing numerous pressures to aite;~;33‘nature of work. While traditiondlly

N +

the ownerswéé ca;ital have had an almost unlimitsd prerogative 1n'determin—
ing how to organize the production process'andlits utilization of labor in
the creation of goois and services, that privilege is'being challenged in-.
- creasingly by individual workers, trade unions, and governments. Individual

workers have manifested their resistance in incidents of sabotage, deterior-

b4

- B

ation of quality control;-absenteeism, employee turnover, "illegal" work
. _ . : ‘
stoppageS,‘and other-acts of:defiance._ Increasingly, some trade unionslhave
' sought‘to bargain directly over the‘conditions ofiWOrk and to obtain legisla-
tion that would be favorable to an increase‘in‘thefinfluehce of workers on

’

'the governance of the workplace o . R y :
e e N Pa e o
At the cutting edge, workers in Sweden have been given the right to = |

participate in decisions on_employment policies and practices of the firms in

which they work as well as matters‘bf'the distribusion of work, “ssues of_

LI

safety in thevworkplace, and other aspects of the.job environment. Company
law in the Federal Republic of Germany-requires a.policy of co-determination ’
(Mitbestimmung) in which one t@@rd to one half of the governing boards of

firms must be compose& of workers, and the Common Markétacountties as a group

.
e

and Br1tain, separately, are discussing or developing s1milar legislation.
In addition, both Western Europe and the United States are witnessing a vari-

ety of managerial ,attempts to alter the content .and organization of work to
] ..

reduce worker d1sruption§and threats to productikiﬁy A significant number
# . |
of these attempts focus on increas1ng the particlghtion of . workers in dec1s- |

ions that affect the characteristics of the work situation itself. While the
2 : LIRS T
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‘and worker participation in the work enterprise and to trace’its implications-

v .

. .
-

majority of these changes are experimental in nature, such modifications are

clearly on the.increase. - Tetos \’ c. .
. .

- . .

Broadly speaking, all of these changes in both laws and in organization.
of work are addressgd to increasing the participation‘of worﬁers in determin-

ing those factors which affect the substance of their” worgk actiyities,?a ,
movement towards greater workplacq. democracy. While the:term industrial

. - - S0 L
democracy is used more commonly to refer to such developments, the changes

4

are not limited to industry Rather thby apply to ‘other types of enterprises
. F

and_government bureaucracies as_well. If such alterations in traditional .

‘work, relationships are adopted more widely as we will argue in this mono-
- 4

graph, they will have strong implications for the educational preparation

- ..

of workers for-new work roles. And given changes in educational requirements

. ' ' i

for the workforce, there are likely to be important plamning consequences.

-It is the purpose of this study to set out the nature of changes in

S : : - : Swe

the workplace that will be initiated by a movement'ngwards greater democracy .

.
\

for the educational system and for educational planniné. In order to do thig

-

we will organize the presentation in the following manner. Since we are

~asserting that changes in the nature of work have important consequences ‘for

-

_ education, it is important to suggest the linkages between the two phenomena.

Sction II will discuss the two dominapt views on the’ connections between

v

education and work, and Section ITI will offer a third alternative whichs

seems to have greater explanatory power. Sectdion IV will present some of the

problems chat have arisen in the work relationship in advanced capitalist Y
kd

¥

?societies in recent years and their educational origins and implications

This, will lead to the specification of'the types of workplace refbrms that ;

* 1§ i

are likely to be adopted for addressing these problems with SPEleii#g’

+
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attention to increased worker participation a@d workplace democracy which

will be discussed in Section V., Section VI w111 consideﬂ/theA:ducitionaI 1.

i
Vo .

+ reforms that are consistent with these chapges in work, and the final

‘

section of this monograph will explore the role of educational planning in

addressing these changes. ' RV
T Before proceeding, it is important to stress that the fiollowing angl- .

.

ysis will be developed only for the advanced capitalist societies of$

a

Western Europe, the United Statks, and Canada. To the degree that similar
h ] ) o . i

patterns are found in Japan and Australia, New Zealand and the developing

capitalist societies of the third world, some of this analysis may be applic-

-

able in those countries as well. And surely there are at 1eé§t some parallels

in the dynamics reflected by the beﬁavior of alienated workers in the

£

*  advanced capitalist societies and‘those in the communist countries where the
state.and its bureaucratic managers serve‘a role similar to that of'capital—
ists and their manaéers in dominating the organization of production and qhe
labor process. .But the central focus“of this monograph will be restricted\
primarily to.Western.Europe and the»industrial nations of North America, and
there will be no clains of greater generality. However, the-reader may find
that'portieis of the presentation can be.adapted to‘other settings as we11,

II. DOMINANT VIEWS OF EDUCATION AND WORK ' .

There exist two dominant views about the re1ationship between education

’/
and work, and each of these is embedded in a larger’ framework of assumptions
-, 4:4\“ » S
about the role of schools in serving society. The fir§§$consists of a phil-
«f
osophic view that derives from the view that education represents a mechanism

of social growth.

tion 'is a. device for increasing,social efficiency. Eachxframework has very




. - ’ - S8 -
~different implications for the connection between education and work. The-’

]

~ - ¢ ‘ » »
two approaches will be discussed and compared.

ve A é : Y
\ ‘

[y

Education and Social Growth T

sch%ols.thelelements of a good society that would become the basis'for the

The role of education in creating social grfnth is a view that is

»
: .-
|

tlosely associated with:the philosopher John Dewey:“Dewey saw in education

the potential for transforming the young so as to:create‘a more desirable

- - ) * ° -
society. ' : ' . ' . o {

y ) e o ' .
In directing the activities of the Yyoung, society determines its~
own future in determifiing that of the young. ®6ince the young at
a given time will at some later date compose the society, of that-
period,*the latter's nature will laggely turn upon the direction
children's activities were ‘given at an earlier peried. This
cumulative movement of action toward a later result is what is
meant by growth (Dewey 1916:41).

Y
)
® .’ [y

To Dewey’ the proces;;of education was a proecess of living rather than a pre-

-

paration for future 1i¢ing. Accordingly, he wished to see created in the

. C .

organization and functioning of the.larger society at some.future time as
B ' < ‘

eduoated children became ‘adults. : ) : .

'Qruciai to the Dewey vision was‘the emphasis away from education as an
instrument for satisfying the existing social order. Dewey castigated many

\
features of the industrial system of the earIy twentieth century, and he ) J?J

) '

reJected the deliberate preparation gf the young for ex1st1ng work roles.
: ~
To Deweyfthe existing system of work Was‘one’Based upon the undesirable\gact

d '

that work: was performed:

"...simply for the money reward that accrues. For such callings

¢
. constantly provoke one to aversion, ill will, and a desire to ‘ l
slight and evade. Neither men's hearts nor their minds are in - e
their work" (Dewey 1916:317). " 3 T
R 1 : :
To Dewey, the work system needed to be transformed to ome in which work had ~I
M \_/-ﬂ-

intrinsic meanlng, and he believed that .this could be done only when the

s

.
—
-
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y young had experienced an educa ion based upon activit1es and social inter—

actions that were carried out for their intrinsic worth rather than for their

commodity or extetnal values.

/

In summary, Dewey saw the role of education as the provision of activ-

[

. ' ) : .
ities of an intrinsically-satisfying nature for all children. Children would

1

be educated through experiences that would relate to the larger needs of
mankind. Education was not to.be justified by its external returns, but
rather it was to be measdred against the intrinsic value of tlre process itself

" in developing the talents of the young. ‘Within this context the schools would

.

provide an education with broad social meaning and with implications for

transforming the present society and its organization of woxk to a ‘more par-

ticipative, interactive, democratic, and’ humanized experience. vIn this
. .

Aontext, the preparation of the young for the existing workplace was "denigrated
Y

in favor of preparing them to create a s?stem of work in the future based upon

\\\\the values that would arise from their education.l

<
-

Education,for Social Efficiency

The social efficiency view contrasts sharply with that of edidcation for

©

_social growth. While the former approach would emphasize the intrinsic worth
of educational activities, the latter would focus on the value of education

in preparing the young for existing adult roles.  In this framework the

N t

schools exist as*part of a broad system of socialization that is designed to

create adults who are competent in satisfying the demands that society places

on its adult members. ' ‘ ‘ .
Ié general, the objective of socialization is to produce .

competent people, as competence is defined in any given society

It aims to develop a person who can take care of himself, support

others, conceive and raise children, hunt boar or grow vegetables,

vote, fill out an application form, drive an auto... (Inkeles 1966:265).
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The educational consequences,of,the,socializatioanor competence view

.

are straightforward. The schools are viewed .as an influence for molding

04

. ) .
youth to some set of external standards.2 In this sense, education is viewed

only as a\means to an end rather than as a meaningful,process in itself. - The

L d

measuré of success that is implied for the schools is not the degree to which

N
.

they foster intrinsically meaningful activities, but the degree to which they

satisfy competehcy—relé%ed outcomes.’ The emphasis is placed on the output"

of the school rather than the -process, for the process is only important to o
the extent_that it prodgces the desired end qesult, a view.which conﬁlicts

directly with that of the social growth perspective.
o~ ‘

It takes little imaginatidh to denote the connection -that is assumed

!

between education and work within the framework of the education for social

efficiency view. Competent workers dust have specific skills, behav1ors,
&
values, and attitudes wh1ch are not likely to be provided by such other

institutions of socialization as the family,’ church, and community. There-

fore, the school must serve to provide .these traits duridg the period of

childhood and youth in order ‘to -create a properly'socialized adult workforce.

More specifically, the performance of the educational system with‘respect to

.

work would be-evaluated on how well students are being prepared for the

requirements of the workplace.

M

Comparison of the Two Views . . -

It is difficult to compare the two views directly, because they tend

to address themselves to different questions. The social growth perspective

A}

represents a moral approach to the relationship between education and work.
R .

The specific requirementS'of the workplace are denigrated to the emphasis on

constructing healthy and satisfying educational experiences which will nurture’




ent among the present youth in behalf of creating a

\ 4

the future society. This” view is one
of mankind and its social perfectability.
ex{sting functions of schools, ndér does

shaped either the existing schools or the -

3? it is a vision o fhe "proper" role of education in o
ining a diff and@better society than. the present ,one. ,//‘ ,
o K4 ‘ .
’=‘1 growth framework represents the blueprint of the moral -

» or humanist - imp r,tive, the education for social efficiency view is one that
|
\

On‘the basis of a fUnctionalist

- “

gh ols can be understood as & response to ‘the need - to prepare
\tec‘nologicaltreq?ire;Ehzgﬁand social organization of modern

:ple;'Dre en (1968: 114~132) refers to. five major characteris-

™m work'that\nust be accommgdated by “the warker: (1) s@paration

of the workplace from,the~household; (2) distinction between the worker ‘as a

\

to stand s of competence; and (5) the affiliation of individuals to organ-

izationé through ad hoc contractual agreements. "Qualifying people for work

‘however,‘involves much more than training competence in job=- related skills;

it inyflyes as well the shaping of men's states of mind, and gaining their

4
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o _ : . S ) S
willingness to accept standards of conduct related to holding'a job as well

as to master its component_activitieskareeben 1968 129~l30): Virtually;

all of these qualities can’be fraced to‘parallelIorganizational arrangements

and activities”pursued by mode;n'schools, % R AI» ;
In fact, Gintis (1971) has.suggested four tywpes of personality char- | ;

acteristics that are requiregagy the modern bureaucratic and hierarchically

organized enterprises that charédterize our society, and all four can be

o linked to the school agenda; (l) 'proper level of Subordination, (2) discipline,

\
-

(3) matter—of—factness in social relations, and (4) motivation according to’

- T external reward structures.
- ’ o~
‘ Subordination and proper orientation to authority along hierarchical

lines are necessary in virtyally all modern work enterprises. "As the worker

? relinquishes COntrol over his activities on the job, so the student is first

and initigﬁ?ve'to a teacher who adts as a superior authofity,“dispensing

rewards and penalﬁ&es" (Gintis 1971:274). The discipline of the bureaucratic ¢

”

wggk structure with its requirements of highly regularized and conforming .

L

|
forced to accept/-ahd later comes: personally to terms with his loss of autonomy j

behavior to time schedules and regulations is reflected in Silberman s” ~,

N

description of the school enviromment: "How oppressive and petty are-the
“rules<by which they (the schools) are governed" (Silberman 1970: 11).

Further, as Weber has noted, bureaucracies function best when social

emotion (Weber 1958). This also seems to strike a responsive chord in the

schools where Dreeben asserts there is emphasis away from affect and toward

"...matter-of-factness in the accomplishment of tasks that governs”the
; : : 4

relationships are characterized by "rational matter-of—factness' rather than
relationship between teachers and pupil (Dreeben 1968 29-30).

«
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Finally, since workers have little or no control over the prodqu or

.

. . . _ ‘
nature of ‘their work, it is necessary to motivate them through rewards‘that

A :

are external to the work itself, such as money and'prestige. It is.obVioug .
that similar conditions exist in the school where the sEZdénts héve little
;ontrol over their circumstances, and their activities are not'determined‘
.primarily by their intrinsic interests and concerns. Ratﬁer, school task;
are imposed upon them by a highly ﬁlanned and_ro;tinized organization that

manipulates student activities and the conditions under which they are

I
. '

pursued, and in order to optain student conformance and cooperation with
this reality there is a heavy debendencé on external rewards such

as grades, class ranks, and diplomas (Dreeben 1968: 33-35).
R N AN

. P ~
The central role of the modern production enterprise and its technology
is ‘¢rucial to understanding the appeal of the perspective to pérsons whose

experiences and consciousness have been heavily molded by modern bureaucratic

universities, enterprises, and government agencies. To the person who

‘believes that tecbnolbgy and its application in the workplace must be large-"
scale,.higrarchical, and debersonalized becduse this is the path that has
been followed historically throughout most of the industrial world, the inev-
itability of preparing people for such an eventuality seems self-evident,
even if the human conditiom of work defiﬁed by such circumstances is less
than appealing.

Certainly this is the view that has undergirded the role of tﬁe'educa-
ti&nal‘planne: in his attempts to fulfill manpoweg }equirements, project ; //
teacher needs, estimate costs and funding requirements, and specify tﬁe
poptimal number and locations of séhool plants. This type of planning activity

presumes that the educational system will prepare the young for the inevitable

7

realities of the workplace, no matter how satisfying or repugnant those adult




roles may be. In this conteXt;"educational planning and education itself
iare viewed»plimaggg%# gkerqises in social engineering in which it-is only

- necessary to ascertain which cOmpetencies will be needed, and then the

educator and educational planner will design the educational experience to

-

achieve the end result.

Insights and Dilemmas

A0 -
:

. - - - L] - .
While poth of these views yield interesting insights into the relation \ i

between education and work,'they fail‘to address at least three important i |

- | . - -

questions that we must understand if we are to trate the implicatiens of

-

k workplace democracy for educational planners. (1) What process has determined

)

and continues to determine the nature and organization of the workplace and

its human requirements7 (2) What are the forceg and processes which have

~ : shaped and continue to shape the schools7 And (3);iwhat are the connections

between changes in the workplace and the education of the young7 Neither.

‘the social growth approach nor the edircation for social efficiency one

addresses specifically these issues.‘ S B ] . 1
The social growth theor§‘is essentially a normative description of'a
- desirable world. In that world the formal educationpgf the young;would

[

represent a dominant force for shaping future society in the way that we
. might envi31on it should be molded, and we, in turn, are obligated to

formulate schooling experiences that will create that society.. Such a view
~
ignores the question of ‘'which forces have actually shaped the present 5chool

experience,"the one that reformers wish to alter. Nor does it attempt to

reveal how the characteristics of the workplace that Dewey found so repugnant
A ' )'5 )
have evelved. The social growth perspective is essentially a moral approach

~

‘-

to ascertaining the content and, proper role of schooling. It has future

consequences,'hut no historical antecédents.
; . '

-

. . . .
. ) . v .
. % .
. . A Kl l ‘
' .




that are required in a given society tends to obscure the‘differenéiation of

efficienc& in production requires the development and identification of the

.according to the merits of the individualj

-11-

M £

'In contrast, the social efficiency view represents an attempt to provide \\\“4'

e

a descriptive account of how the functions of the school are integrated into
the total functian of society, ofSwhich the workplace is a crucial element. |
. / 1. -

While it is demonstrated that at any particular time there are mapy functione

of the school that prepare persons for the requirements of the workplace,

‘there is no analysis of the dyﬁemics of the relationship. , The mysterious

nature of this association between the. forces that create change and those
that prepare mankind to adapt to those changes is never explicated.

The socialization for competence view represents a useful descriptive "

’

* - approach -to establishing the fact that a connection exists between-the

. institutions in which adults participate and the agencies responsible fo;?. 3 .

PN

preparing adults for such participation. But, without a specific theore%ipal

k]

framework ﬁor linking the two phenomena, the view has no predictive value.

The cohcept does not assist us in knowitig why society changes in the way
. . s . : -
that it does, nor does it delineate the mechanisms that alter the.modes of

§ocializatioﬁ.§9 maintain their functionality.

Further, the emphasis on the universal nature of the adult competencies

those traits along_social;class'dimensions. The yfact that social class
differentiatiqn in both adult competencies\and in socialization are not

addressed tends to obscure the functional nature of class-related differences

>

in both the workplace and schodls as well as'among other institutions. The.

a

implicit assumption that lies beneath the social efficiency‘view is that an

industrial society will require a hierarchy of technical skills, and that

. h

talents of each individual for placement in that productien hierarchy

-y

. . 1y * h
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i

Accordingly, it"is presumed that only individual outcomes are important"

in fulfilling the hierarchical positions of the neritocracy and' that social
class origins and social class outcomes are an irrelevantlway of thinking
about the phenomenon. In fact; Daniel Bell (1973) has argued that the
emerging post- industrial society will be based upon such a high degree of
bureaucratic rationality that political and economic class distinctions will

disappear altogether to be replaced by a technical, professional, and

scientific elite. The latter will be selected on purely meritocratic grounds
: ) . w oo -

. - LN N
of individual'knowledge for fulfilling the necessary technical roles. In

such a society, the only factor that would stand in the way of upward social
mobility would be the genetic limitations on the individual (Herrnstein 1973)

where schooling would enable every individual to reach his full potential.

g Unfortunately, the origins of the existing and emerging technologye¢and work

organization are left'unexplored as if they had developed either by divine

means or by a representative political meohanisn embracing all.elementslof

- J
society. v

An alternative perspective, then, mnSt Tepresent a more cbmplete frame-
work for analyzing the relationship between education and work. First, ith
nust be‘dynamic'in reflecting the forces of change that dominate both the‘
schools‘and the workplace. Second, it must enable us to explainm a host‘of
related phenomena such as the social class, oriented nature of schooling and
its relation to the workplace, the failures of-important educational reforms
to change the educational experiente, and the present over-production of
"educated" persons relative to the number of jobs. Finally, it should have
predictive value in enabling us to assess the implications of‘:hanges in the

nature of work on the shape of the educational experience that will be

proyided by the schools.

1y
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III. A DIALECTICAL VIEW OF EDUCATION AND WORK 3
.
In order to understand the relationship between education and work, it

.

is not sufficient to examine the functional relationships between the two at

a point in time, but it is necessary to ascertain historically how the two

-

) were intertwined. Accordingly, it is useful to provide a brief historical
picture of the development' of work under the capitalist mode of production
)

| and the simultaneous development of the system of mass educatioh While

each country has witnessed a differ?nt history in terms of details, the

\
advanced capitalist societies generally have shared certain similarities.

-

For example, the origins of the industrial transformatlon preceded tHe ri%e

.

of the educational system, in _contrast with the less developed societies:

where the educational system has generally emerged in anticipation of the

industrial order. ‘ : . ' . o

The following historical presentation will apply particularly to the:

United States; however I think that it can he demonstrated that ‘a detailed

Lo

analysis for other advanced capitalist nations would uncover a .similar

pattern (although w1th differences in details) FirSt, we will address the;

s \
“- “ .

transformation of work under capitalism, and then we will focus on the

establishment and evolution of the educational system over the same period.

It will be suggested that the two histories share common elements and inter-

actions that can only be understood within the context of a dialectical.
relationship that tended to unfold in the following manner.

The evolution of the educational system can best be understood in the

[

context of the need for socialized workersjfor the work requirements of the

emerging industrial capitalism in the nineteenth century and its later

transformation to corporate -and monopoly capitalism as well as the extension
of the capitalist mode of production to the services and agriculture. For a

considerable period of time .the schools have cor¥&sponded closely in their functions

L
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~ dynamics of the educational system have created a divergerce from the require-

-

, ”
‘ -l4- ’
4
" o
f x
to the needs of capitalisa)entefprisei, but. in recent years théjinternal

ments of the workplace. This deviation is characterized by 'an increasing

Q difficulty in integrating young and overe&dcate&'persons intothe workplace,”

~ - with' restiltihg conflict and ¢hallenge to the existing modes of capitalist

[ -

production. - It-will be argued ,that E@gse divergencies will be resolved oﬁly

by a nég éynthesiS%CEeated by reforms ih botH ‘educational and work spheres

“

that will establish a new fhnctiodal'correSpondencefbetween education and work.

Historical Aspects of Capitalist Work
v _ .

While a history of wprk is a rather complicated undérﬂaking that has

~e

been the subject of .an extensive 1iter;tufe (e.g., Thompsén 1964; Nelson

- 1975; Braverman 1974; Marglin 1974), this brief review Vill focus on two

major trends that bear upon our thesis: first, the historical shift of the
majority of workers from the self-employed dategory to employment as wage

‘and salary wofkers for capitalist firms and government; and second, the .

‘development of large hierarchical and bureaucratic capitalist firms and

¥

gbvernmgng;agencies baéed uﬁop the simpiificgti;n apd_ﬁoutinizapioq;df jobé
tin o;derlto increase prqguctivity undet a‘cogsélidaﬁéd.fdrm of managerial
control. Both of these interdependeng~dévelopmenﬁs had a profound effect

on the nature of wo;k by removing from the worker the ability to control the

* , nature of his work activity and creating the modern syndrome of worker

-~

»

frustration and élienati?n.
- ‘ At the time of the. founding of the.U.S. Republic, most work was per-

formed in‘the fields, wogﬁfhbp, and small mercantile or commercial estéblishé

ment. It has been estimated that some eighty percent of tﬁe non-slave work-

force were individual proprietors, property owners, and professionals



’

I' | . | ©oals- t T \\ - ,
I_ (J} I.'Main 1965: 271-272). While the work was arduous and’the‘hoprs were

o . . ‘- ’ \
long, each person had a rather large degrée of control over the nature and-
. \ '

content of work actibity as well as the satisfaétions of\seeing the fruits

of his labor culminate in a product oT service. "Much of the work took place

at the level of the household 0T family rather than in establisﬁments that ‘
' were separate from the household. Other estazlishments‘nere small, and ”
’ 25‘ Workersﬁgeneraliy participated in the production: of theﬂentire product ratherl
- ~ s )
Ehanijn;t a small portion oﬁ it. - ' o

. . v .

j(fa But two centuries 1ater'a profonnn transformation of working life had
T . ' N kLT * e St . S
occurred. The vast.majority of workers had‘%ecome wage and salary employegs

of business firms or the government in 1arge bureaucratic organizations witﬁ

an extensive hieraréﬁy of positions. By 1976, less than nine percent of the

[} . -~ .o
: _1abor force was Self-employed while over ninety percentfwere employed as

‘vast majority were' found in’ sub—managerial roles, with ohly about one in

thirteen in 1969 reporting an ocoupation of manager 6r.offiéial‘(Reich?1972§‘

e R 1

175% Not only had the incidence of'Being one's own boss declined extra-

ordinarilxpover‘this period,rbut most workers found themseives in the midst
of a large corporate bureaucracy. TFor example, a recent survey of . some
three and one-half million in&ustrial units that empioyed 70 percent of'the
civilian labor force found that over half of these employees were working'
in only two peroent of the firms, and more than one-quarter were .employed

in only one~third of fone percent of the firms (U.S. Department of Heaith,

Education, and Welfare 1973: 21). . - - R

]

I © wage and salary workers (U.s. Department of- Labor 1974 238) ) Of these, the“

, Inside of these large enterprises the work became organized into an
organizational pyramid with a large number of workers at the bottom working

under close supervision and pervasive rules and regulations and only a few

I , q
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hierarchy. Jobs had also been transfotrmed from ones requiring a relatively
t .
large number of skills and operations to’ones characterized by a few repet-

itive tasks. That is, the production of goods and services was subdivided
_1into a/I//ge number of simple operations, and the contribution of each
employee\was to specialize in a single task that would be repeated again and \\\.

againlover the¢/working-day, work-week, and work-year.‘ .. $

J This pyocess -of fragmentation~o§ work became especially dominant hegin—
v ' 4 | \ |
ning in the latter part of the nineteenth century with the applic¢ation, of . [

"scientific managemept'' or Taylorism, so-called after its pfinciple architect,

. .

(_Frederick ylor (Nelson 1975 Chap 4), but 1ts principles had be?i set out

at least a century earlier in the Wealth of Nations by Adam Smith ( 937)

w

Smith emphasized -the Fains in productiv1ty that coﬂld be madé by transformingi

~existing artisan and wprkshop productiQE_Ento a large‘number of sepa]&gp
era-

tasks that would be allocated among workers, each repeating the same

[
| - \

. ‘ . : ‘ \ - ' | Y
'managers"at the top. In the ihtermediate levels are other groups of employees
with\encreasing supervisory responsibilities among jobs at the tOp of the -, 1

|

tions throughout the workday. More important, the production could also be

centralized in one place unde%{a single capitalist entrepreneui& in’ contrast
. 3 ‘ . ’ ,
with the relatively small and decentralized operation of the traditional
= '

workshop. o

The stultifying effects of these changes on the worker were foreseen

.<
b
Bk ra

w W .

by Smith (1938): ' Y

"In the}process of the division of labor, the employment of the
far greater part of those who have labor, that is of the greatest
body of the people, come to be confined to a few very simple
operations, frequently tg one or two." As a result, the workman
"...generally becomes as stupid and ignorant as it is possible
for a human creature to become...'" (734~35).

%
b

-
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. That is, the intrinsfc charactér%stics of the work are neither satis-

fying nbrlfhlfiliing in féﬁps of human”growth. Each work;r~tends to.repeat

! . L 4 B

i oo Aeied T ¥

DR \
. |
a meaningless task which he does only because he is paid s%r it and not be- ‘
. F4 . , , i
cause it fulfills a basic intrinsic human need. Through a system of minute . ’ }

division of ldbor, wage contracts, and hierarchical f%ructure of production ' J
) . ) '\—7 . - .
relations, workers lose control of both the product and process of their’ .

~ labog. Moreover, theZ are separated’from one another in these work tasks

i .
’

and placed in structurally antadgonistic relations to one another in the
comﬁéﬁition for comtinued employment, seniority, and promotion in a way that
o T e T : S

maximizes the control function of the otrganization over its labor force. e

. . - o .

It is little wonder that recent studies of American workers at all occupa-

tional levels ha?e found that the most 6ppressive characteristics of work

.are: "...constant "supervision and coercion, lack of variety, monotony,

»

meaningless tasks, and isolation. An increasing dhmbéi‘of:werke;s want more
autonomy in ﬁackling théir }aéks, greater opportunity for increasing their
skills, rewards that are direﬁtly connected to the intrinsic aspects of

work, and greater participation in the design of wofk and formulation of
14

their tasks" (U.S. Department of Health, Education, and Welfare 1973: 13). |
But why did the nature of work and its organization change historic- |
. ) .

s

ally t0vcréate this tresult? The usual answer to this question is that,
ot . , |
efficiency in production and technological progress made this ggsulﬁ-inevit— . ﬁ
~ |
able. That is, it is assumed that nineteenth century entrepreneurs adopted

extreme forms of hierarchy and div;§$on of labor in order to reap the bene-

fits of increased productivity which wohld, in turn, provide higher wages

o d
for the more "productive" werkforce. Only more recently has this thesis

. . ; , ." |
been examined, and it seems to be rejected by two types of eyidgpce. First, o w
as Marglin (1974) demonstrateé;rthetadopiiqn of the hierarchical division ‘

y




'firﬁs characterized by the conventional hierarchical diviaion of labor

. argument. U o - : .

~_ centralized control of the production process-and of*the labor force (Marglin

. and the hours of work oflthe workers. “The hierarchical division of labor

» : ) . ~-18~

- P

‘l
/ L3

. of labor in place?of more traditional modes of production organization-
4 ¢ .

a

tended to precede technical changc. That is, there was a move from the
traditional workshop arrangement to the factory system without technolog-
Jdcal breakthrougﬁﬁ/that would limit production only to the latter mode.

Second,_other types,pf work organization that increase the scope of worker

involvement show levels of productivity:that are higher than comparable
L}

J - t

'(Blumberg l968 U.S. Department of Healthr Education, and Welfare 1973

Chapj 4; JenKins 1974). Such comparisons have not supported th@ productivity

'y
had -

- . hd
- . .

% . Thus the questioy is raised, why did the emerging system of sdndustrial - . 7~
. : ’ : ‘ s R
¢apitalism move in the direction of' extreme hierarchy and division of labor?
\ R L
The answe{ seems to be that this form represents a natural device for ~
\)’

l974;,Gorz 1968; Gintis 1976). It was the organizational framework that

r

evolved as a response to the' need by the rising capitalist class to increase

the amount of labor that could. be obtained from each worker and to avoid |

or conflicts. This can be seen‘clearly when one considers

0

‘that under a systém of wgge comtracts the worker sells his labor to the

Employer, but then iF is the task of "the employer to éxtract a maximum

amount of labor from the worker in order to maximi;e the perit that he will |

.

make above:his labor costs. The use of force to extract labor would disrupt

the production process and run counter to even-the most superficial’democigtic

¢ £

precepts. 'Therefore, employers began_to evolve forms of work organization

that would obtain the "Voluntary cooperation of the labor force under con-
Ww«"

>, ER

ditions where the employer could regulate the methods and>rate of production

2y
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represented a_way of cementing centralized control over the production
process while simplifying the task of supervision. The worker need not
~think for himself, or make decisions but need only follow prescribed routine.
6nce the advantages of this form of organization became ‘obvious to capital-
ists and employers, it_became increasingly adopted as the prototype for the
factorynsystem, and the attempts to formuiate new_technologies were predi-
cated‘upon further divisions and sub-divisions of workﬁgperations and levels

of hierarchy (Noble 1977 Haber 1964).

One of ‘the most direct effects of such organization is that it keeps

& N

the bUIk Of workers located at the base of the pyramidal hierarchy, whose * °
pay is lowest and whose work is most boring and routinized, ignorant of the
Y : ‘ .

production process as a whole. This ignorance forces them to accept the

fact that decisions about their own productive activity must be made inev-

I |
I -

l )
\

itably by those who are more knowledgeable in the rungs above them. While

such workers can't aspire to any of the choigLr Jobs in the middle or top -

of the hierarchy because of a lack of training opportunities for such posi—
tions, there are usually mini—hierarchies.within which some movement is
-possible. These mini-hierarchies or job ladders prevent workers from being

completely frustrated as well as preserving the illusions of real mobility

(Doeringer and Piore 1971) At the same time they encourage stable work
behavior, since promotion along the ladders depends on seniority which is
'atta1ned ‘by dog ng. an' adequate job ‘and not causing trouble. Further; since
pay dlfferentials between jobs at the top and bottom of these mini-ladders"
can be on the order of three to ore, workers whbd have moved off the bottom

rungs acquire a vested interest in preserving the system and they serve to

'legitimize the overall hierarchical structurewof production.

»
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Nor has the history of trade unionism had much effect on this,oVerall ;‘

" pattern. The unions have had to play a dual role in representingitheir"

4

members. On the one hand they have exist&d as the organizational-mechanism

a s
>

for'enhancing the Benefits of their members, but: on the'other hand thein

legitimacy in bargaining with the capitalist is derived from their ability

to deliver the workers unden the basic conditions of capitalist organlzation
. - . <

(Hyman 1974). Thus, the areas of negotiation are essentially circumscribed

i

-

to ones of wages,’fringe benefits, and safety requiréments rather than
i

matters rélating to the ability of workers to reduce the alienation of the

workplace and increase worker participation in production. In fact, most‘

trade unions are themselves organized in the typical hienarchicalimanner

with littleﬂgrass—roots.control (Aronowitz 1973), and’they reflect more a*
C ; o R

corporate entity dominated by union "management" to céunter the management

of the corporate firm. Both the nature of the isaues which are contested

as nell as the participation of workers in affectingxthe'issues are limited
to those on the corporate agenda. }';. i ’ |
In summary, the history of the present system of work and work organ—‘
izatiod is one based upon the hierach:cal division of labor in behalf of
the emerging industrial capitalist system. Such a;mode of organization
.'tended to maximize the ability of employers to extracthlabor‘from a stable

and cooperative work force that cpuld be manipulated to the needs of profit

maximization. The emergence of Tgylorism or "scientific management in the

~latter part of the nineteenth cent v refined the application of technology

. '

to this mode aof production with a system of production in manufacturing that

attempted to subdivide operations to their most,simplified components. Th&s

-mode of production organization became the dominant one that was adopted by

.i'

non—manufacturing ‘enterprises as well, such as. the production of government

¥ . ' . . -
A
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gﬁa private services. Most important, the movement to hierarchical forms
F . . \ + \ .

_f'of production preceded the technological changes that reinforced the
. ‘approach, so it is difficult to arguelthat the present forms gf'production
, "' 1 DA - . \ » . a . .
# 7',were technologically—determined 'ﬁihallw, modern trade unions have accepted-
G - v '

cop Zhese basic conditions of . the worhplace and have limited themselves to

‘.

.*~ .
egotiations within the capitalist agenda of wages, hours, and other be\efits

that are extrinsic to the work process.

jHistorical Aspects of Schooling,
1

Just as with the reparka e transfornation of work that took place
in the nineteenth and early twéntieth century,.sovdid'profound changes take -
place in the way in which the'woﬁnngere prepared for work. At the time of .
the fonnding of the Nation in l776;’there was no extensive system of publictt
schools, nor was schooling widespread. M"The American's opportnnity to '
o obtaﬁn a“formal education depended upon where he lived and how much money
he had. Even andelementary schooling was not always available and seldom
‘*féé;" (Main 1965: 2&1).$giboﬁt15'ééﬁEa}yfIater;’eﬁﬁeézfiffhs of the\popqlatign;{
A ages 5-17 were énrolled‘in.public elementary and'secondary schools'for an
average school term ofkl§2ﬁdays (U.S. Department of Health, Education, and
Welfare;l§76j 178), and many‘of the sbates-had passedycompulsory attendance
laws (Landes and.Solmon,l97f7. In 1920 all of the states had passed such
- laws, and‘almost eighty percent of the population 5-17 was enrolled for a
'school‘term that had risen to 162 days (U.S. Department of Health, Education,
and Welfare 1576 l78) By 1972 the enrollment ratio of the 5-17 year old
group approached 90 percent, and the school year had reached 179 days (ibid )
Three-quarters of the 18 year olds had completed high school and well over

AN

half of the high school graduates were enrolling in institutions of
<

/L

oo
Y
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post—secondar§ education (A. Cartteril9$6:50); And by 1974 over ten million .

persens were enrolled in institutions of higher education, about triple the-

.
[

number who participated in th1s segmeqt in 1958 (U S. Department of" Health g -

. Education, and Welfare 1976: 187) ' o

-

How was it possible‘that in less than two centuries formal schohling
p 2 , ) ~ - B . _ ) . rl‘
was to emerge from a relatively trivial role to one of the domjinant ‘insti-
. . . . L v
tutions in the lives of youth? And, why was such a development necessary?

The answeruto these questions_is especially puzzling when qne considers
— ' N . ’ . .
“that such basic skills as reading and writing were considered to be widespread
in colonial America (Main: Chap VIII; Lockridge 1974) Even among the veryvpoor

families, parents and the churches taught the young how to read and write, :

&
' ,andrthe;pwnership of hooks‘-swespecially‘the Bible. -~ as well as newspaper '
readershiﬁﬁﬁasvextremely high (Main: 253-263):‘ Thus, it-is difficult to X’
'argue that the rise’of the,common-school was stimulated‘by a high degree"
of;functional"illiteracy T |
, ;*, . “c- In. fact, the expansion of schooling seems to. .be characterizednby two ) ,
‘ e S )

rather pragmatic/forces“< (l) the desire of families‘for achieving social
mobility through schooling and (2) the need for a new institution of social—

~ ization for preparing persons for the social\demands and skills required by
an industrial‘society, _Even in revolutionary times, education was looked

upon along with'wealth as a prerequisite- for political leadership and social .

¢ @

rank (Main: 251). In addition, it was viewed as an institution'that might
provide'the guidance to civilize men to their social responsibilities:

Left to themselves they were ignorant and vicious men who contaminated
children of the better sort and disobeyed the laws, and endangered
i , the state. But good “schools would save society, for even the poor
were rational beings who might be guided rather than driven like .
beasts. Education would uphold law and order and protect the
government (Main: 251).

™
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The establishment of schools in the_éarly nidéteenthrcentury was

primarily a local undertaking.rather than a broad and coordinated social

‘movement. Based upon the tugs of the two totives of social mobility on
the part of families and‘éocial control and citizenship training on the
part of ;he "more enlightened" aﬁd weaithief'classes, low-cost or free
public 'schools were established in many cities and hamlets. But such .
schools differed substantially from locality ‘to locality in the’length of

the school day and school year, curriculum;staffing and organization, and

finance. In states such as Massachusetts they had become'vefy_common
‘before the middle of the ninéteenth century, while in other states and
particularly in the South the existence of local schools was far more haphazard.

. But, over time a rélative,uniformity in terms of schbol organization

-

began to emerge so that by the latter part of the nineteenth century almost
all of the states had made provisions for\? state system of schools with a
‘majority of states establishing compulsory attendance laws (Landes and

Solmon 19725. By 1880 a majority.of the population between the ages of 5
= .

and 17 were enrolled in schools and the schools had taken on much of their

- .
~— . 4 -

modern appearance ‘in that they were-'"...universal, tax-supported, free}

compulsory, bureaucratically arranged...' and organized élong both racial

and social class distinctions (M. Katz 1971: 106). 1In understanding this
transformation, it is important QO‘noté that the rise of the common school-"
and its emerging uniformity coincided with a profound shift in the nature

of American working life: - ] : .
In 1800 the typical American manufacturer was a master craftsman
or mill proprietor, the typical employee a handicraft worker, . . !
‘and the typical plant a room or series of roéms in the craftsman's
home or in a small building adjacent to a stream which supplied ' v
the power for more complicated manufacturing operations. 1In 1880 .° -
the manyfzcfsrer was likely to be a factory owner or manager, the )
' machine operator, and the plant a'massive multistoried & = .

S
-
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.the level of the family where the skills and occupational preparation that )

L
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- Such a profound change in the locus and nature of work roles was bound.to

have a significant effect on the way thaﬁ persons were prepared for the

drastically-altered work system. This point becomes clearer if we examine
briefly the way-in which children were prepared_fér wprk.ih an earlier period.
In the early daysfof‘the United States, most production took place at

were necessary were inculcated in the houﬁ:ﬁold production of goods and

‘services themselves. That is, the household represented the basic production

» .
P

unit in the sense that the family would ﬁroduce most of its own needs as

well as thése goods or serines which ophérs would purchase. Thus, the
entire family would aspist in cieérdng and farming the land, and children
would léafn the,ngcessary‘skills‘by participating at an early age. Artisans
and. merchants would alsd.assist their children in:obtaining the skillé of

their trades or callings, and youngsters who might choose different occupa-

tions could obtain apprenticeships as clerks and helpers. What is important

. is that both the production of goods and services -and the reproduction of

*the forces of production such as the capital and labor skills necessary to
create goods and services were both locatéd-at the househoid level rather

. e .
than at the level of a large and impersonal firm. To a great degree, then,

the educational needs of colonial youth were satisfied by theirz"on-the-
job" training in the household as well as by the attghpts of parents and ~
the church to teach basic literacy skills.
But, as work became divorced from the household with the emerging
. ) ‘ v
factory systéﬁ, the preparation for more traditional epterprises was not
sufficient. Rather, the new in&ustrial sys}em required a highly discipline&_

worker who would adapt to the rigors of working in an impersonal environment

where the nature of the job and the speed at which it would be executed

23




~ would be determined by managgriai decisions as reflected in the machinery

"He would haVe.td'accept the limits to his activity and'indivudality set out’

!
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~ position in the factpry rather than from such traditional criteria as dge

experiences necessary to train this new type of worker (Dreeben 1968).

- new state Board of Education, Horacé Mann, a unified and purposive pattern

i T -25-
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and in ghe technical and social organization and bperétion of the plant.

by his roletip a hierarchy in Qbich authoriﬁ§ derived from the.level of the
or batriarchél status; MoréoVer, he had to be’thoroughly inculcated with
such éppropfiaﬁe behévio;s as working-agcordiﬁg to a pr;cise schedule, doing
SxacE;y what was a%signed to;hiﬂ gven'if'it Vig boring and rgpetitious, o
and rejecting intrinsic satisféétion as a basis for erking in place of
rewards external to the wofk itself such as wages and steady émployment.

-

But family relations and activities were not adequate to provide the

- T ol

Just as pro&uction activities were becoming increasingly divorced from the
family, the family was also becoming an inappropriate influence for .social-
izing the young to the emerging realities of the workplace. The lack of

»

uniforqity in the provision and-form of education that prevailed in the

early part of the nineteenth century began .to give way to a m;de'of sch;oling
that had as its center of gravity the common influencé of the rapid growth
of industry and its needs for4; worker that was sogialized to its organiza- &
tional and tecﬁnological fequirements; It ié our contentfon that ‘the spec-

ific forms and ﬁniformity that tended to characterize the schools by the end

of the nineteenth century can bedt be explained by the important role that

schooling had begun ;;42i3;,aad~wquld continue to play in preparing workers: ..
- / .
. 4 . t
for industrial capitafism. Co N

' In this respect the State of‘Massachusettslwas a leader, highly

emulated by the other states. Under the leadership of its Secretary of a

*

Lo2g



. of schooling was established.
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> By 1852, Massachusetts had adopted a compul- -

sory educatibn law for all children 8-14. Mann saw the schools as a basic
force for social reform that required the pa;ticipatiog of all children. '
Schqpls would become a pqwerful eéualizer encompassing rich and poar in a
common experienqg. Mann{pushed for an'incfeasingiy centralized control of
thé séhools by‘professionéls and professional educators to replace the ’
highly dgceﬁtraiizedvanq non-uhiform schools.that had arisen in local
communities. &gust as the average sizeuof the plgcg of emploxpent was in-
creasing, consol}dation of small schools took place to increase the average
size of school‘plant.’ o

In addition, important'internal chégges took place as the schools

W o Pt B

becamé graded-by age and éfouping practices were initjated with a standard-

1zed curriculum, textbooks, and standards of educatjional proficiency. In-

creasingly, the division of responsibility and functién and hierarchical

“organization was replacing the more traditional one~room schoolhouse, a

féctor'ﬁartiéularly prominent towards the end of the century as school boards
became dominated bylbusinesémen and professionals Who were théhsél?es imbued ’

with the virtues bf ruﬁning schools according to modern, businesslike
practices. By the latter part of the nineteenth century,‘rural populations
and'immigrants alike were fed ihto schools tbgt would transform ﬁhem into
résponsible workers for the ascending sys;em of 1;;ge-scale indﬁsgrial
p:oduction’(Tyack 1574). - - ]

While the latter part of the nineteenth century saw the unprecedented

expansion of the common school as-well as its transformation into a compul-

1

sory, highly impersonal and bureaucratic institution much like the factorieé
where many of its students would eventually work; it was not until the early

part of the twentieth century that the educational implications of

-
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"scieﬁ;ific management" were realized. ~ By 1916, although businessmen and
professionals represented less than eleven pefcent of the non—ag;icultural
labor force, they accounted for almost eighty percent of the members of
Boards of Education in a sample of 104 cities (Bowles and Gintis 1976: 190)

.,
Under their guidance the schdols moved away from the‘concept of,a uniform
curriculum by initiating vocational eurricula, particularly fqr.the children
from working class and immigrant backgrounds. Augmented by the rise of
standardized testing and vecational counseling, gtudents ngan to be assignéd'
to.different tracks or ability gf&ﬁps as well as to,different cprricuia
(Spring 1972). To a very large extent these assfénmentg w?uld‘deggrmihe thé
nature of the schooling experience in terms of.occupatiohal;preparation as
well as the amount of schooling thaF‘a child wouid‘receivé; It is no'sufprise
to find that instead of a common school experien;e received'by all cpild;én

(4

as Mann had visuaiized, the schools prepared the children of workers and
immigrants on the one hand and of professionals and éanagefs on the other
for very unequal positions in the occupational and wéfk hierarchy;

Further, the method of financing'educ ion'thét was established by the
early part bf the twentigt@ cehturyralso supported this pattefn whéfe child;.
ren in wealthy school distriété recéived a more expensive eddcation than
those in poorer districﬁst(Coons, Clune, and Sugarmaﬁ 1970)7 By providing
support for schools based upon local property wealth and ggaranteeing to
poorer school districts'oniy a bare,minimum 1evelvof financial support, the
states constructed a systematiq ffnancial bias against the poor. Thé
wealthier distnicté were able to provide educatibnai expenditﬁres for each
student that were five or more times thpsé that wére‘available in poor ’

districts. Segregation of the schools according to race was also practiced

and legitimated by the U.S. Supreme Court in its 1893 decision on Plessy vs.

‘
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Ferguson. Thus discrimination against both blacks and the poor received
official educational sanction among the schools as well as within schools
where children of poor and working class backgrounds were more likely to
be segregated and diverted to vocational curricula betause of their lon
"abilities" as ‘reflected in standardized tests.

The overall, effect of these practices was to set out a system of
- schools that mirrored the conditions of the workplace. Both sets'oﬁfinsti—
‘tutions were hierarchical in nature with specialization of ﬁunction and
level. Bothhiequired that the‘student_g;g#orker tollow a prescrihed set
~ of activities that were to be carried out according to the dictates of the
institution, and both guided their members into appropriate behavior with’
thevuse of such extrinsic rewards as wages, promotion, and steady employ—
"ment in the workplace and grades, promotion;‘and eligibility to participate
in the:most préstigious fields endrinstitutions in . the educational setting.
‘The boredom of the workplace became mirrored in the ‘boredom of the schools,
as students pursued their schooling, not because of the intrinsic satis-
faction received’ from their educational experiences, but because-of the
eXternal rewards such as grades‘that they would receive in the.shortfrun
and good occupational placements in%the long run:by'following the prescribed -
regimen. ) | J |

By the end of the first quarter of this century, the basic pattern of
schooling had been established, a patterh which has been shown. to ‘be
highly impervious to the‘numerous reforms that have been attempted which’
haveabeen in conflict with the monopoly—capitalist mode of production.
The reforms that were advocated by Dewey are nowhere in evidence in the

schools despite the prodigious efforts of‘the Progressive Education

- Movement (Cremin 1964). In fact, the suggestions of Silberman (1970) for
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% - ‘
humanizing educatibn seem to be remarkably similar to the prescriptions

that were set out by Dewey .(1956) some seventy years before, but that never
[ 4

‘reached fruition. 'With the emerging maturity of U.S.industrial capitalism

by 1920 (Nelson 1915), there would be little need for structural change in

" ‘the schools until some future time in which the requirements of production

b

night themselves change. Indeed,/the histéry of educational reform in the

twentieth century ie one that ig replete with exampl®s of the reeistanee
of thé*schools topailer the baeic functions ¢S8arason 1971; Carnoy and.
Levin 1976).

This is not to say‘that there have not been changes in sehooling or

‘work over the last fifty years, but such chahges have simply represen?EE\N\

; an, extension of théupattern'that had been.established by 1920. 'As the

u

economy shifted to theiproddction of serviéeé and government activities,
the same proletarianization of the work process that had swept industry
was extended to other endeevors. The principles of the minute division

of labor and the routinization of task were applied to .the. white collar
worker and to the professiomnal as well ae&sorporate capital, and the |
state'eipanded its contrdl over the economy. Eﬁravefman 1974). Méreover,
the educational'arenavspifted to the post-secondary level, &hereza new
systeﬁ of educational stratifieation was established for tﬁe emergiﬁg
expaﬁsion and stratification of white eollar, mapagerial, gndiﬁfofessional

occupations. To a large degree this was effected with the corresponding

establishment and expahsion of a new unit in higher\education, the community

t
\

college which would provide a two yea;wprogram of instruction with a poca—
'tional orientation for sub—profeSSional positions. The commhnipy eplleges

along with a growing and highly stratified system of four year colleges and

universities and graduate and professional schools provideﬂ-a refined
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-éredehtialing mechanism for post—secpndary eduéafion that corresponded
qlosely to the positions of cdrporate bctupaéionalﬁhierarchies‘(Karabél 1972;
Bowles and Gintis 1976: Chap. 8). lAnd-within thi#overéll context, it is
hardly surprising to find th#t.the efforts of thg!Wan on Poverty of. the:
sixties to provide more nearly equal educational/outcomes among-children
born into different soeial claésesagnd raceS‘sqgh to have shown little

‘ ; -
effect (Levin 1977). |

' i 1 . /‘

The‘Dialectiéal Mechanism6

In the previous section'we<reviewed briefly the historieé of work and
educatioﬁ with special emphasis on the changes that took place from the
o early nineteén;h century to the early twentieth century. Salient character--
istics of chaﬁge in the workplace includea‘the increasing size and central-
ization of the;producﬁion uﬁit as well as the movement towgrds a high level

- of bureaucratization of the production enterprise and the concentration of

¢ \ '

production under the control of relatively few economic entities. $hése

éha@ges werefbased on the development qf a highly elaborated division of ' | ;'
labor by whiéh tradiﬁionai.occupations were increaéingly éub—divide&ﬁints a

myriad of simple, repetitive tasks. And the labor fo;ge‘was.tr;nsformed

from a population of ;ndependént farmers, meréhaﬂts, and értisans to a ‘ @
proletariat of wage andlsalary workérs who‘provided labor to capitalist

employers in exchange'for wages while relinquishing control over the scope N
and nature of tﬁeir work activities; df coﬁrse, these aspects of work havé

come to.permegte‘almpst all occdp;ti;ns and industries iﬂ t@e q.S.'and '
Westérn_Europé today including white-collar work ;ﬁd‘the -government séctor' : .
kBraverman 1574);". . -

Corfespondingly, we focused on the rise of the common school with its

»
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emphasis on compulsory, state-supported attendance in a uniform setting for Lo

v all‘youth from a very early age until the post;adolescence period. Notable

aspects of these developments included the centralization and professional-:

5
0

ization of control' and administration with an emerging hierarchy and special~-
ization of curriculum and student grouping; the developmenthof grading -

practices and standardizif_testing as objective bases‘for grouping and

(.

stratifying students into different curricula, and the establishment of vast

disparities among schools agd school districts in expenditures according to
“ . : ) . N Lo , - s ﬁ

the social class origins of the student.
In ‘this section we wish to demonstrate that these general structural e
' p

aspects of both the ‘educational and ‘production processes can not be adequately

comprehended as separate histories. They share a common set of forces

emanating from the development .of a wage-labor organization of production

‘ and its evolution under advanced forms of monopoly capitalism. Moreover,

! -

each’ set of structures has Zperated’to facilitate the reproduction of the

-

. - ) ' y ' -
other, such-that the joint fkonfiguration of production and educational
pStructures attained\a stability which could not be appreciated were the

evolution of either'to he viewed in\isolation._ ' »

I

_Correspondence'and Contradiction

In. this ensemble of social structures, it is important to distinguish

several functions of the schooling process that contribute to the reproduction

2

and expansion of the production process and its associated pattern of social

'.relationships. First, schools produce general cognitive skills and some

Specific vocational skills that correspond to the skill requirements imposed '

by existing job structures. Second, scheols produce'those,behaviors, habits,.

values, and awareness of social processes that predispose the student to

r



. ' | | | . .

accept the;conaitions aqd'sociﬁl relatibhs‘withiﬂ which their skilds will

o

( be utilized by'employe;s.“ While it is:possibie to distinguish conceptually
Abeﬁween“the technical skills and the_persoﬁalify and con;ciousﬁess attributes
which render those skills usefullﬁp,potential employefé in the context of a
given iet.of.social relétionsaof p;oducfiona'the.two are not eaéily:separ;‘
*abie in‘practiqé.‘~$he prodﬁctidn of'skilis invschooling‘processgs'neyer
: occurs outside of a social context itself in~that‘kno§ledge is alway;
iearned.wifhin a éet of social ana prggnizational relationships (Dreeéen S
1965).. Although other authors have debated thg relative importancé 6futh;se |
two fdhctions (prlés and_Gintis 1975), we Lelieve that such a &istinction
is artificial beééuse they are incuicéted and operaﬁe'sfmﬁltaneously.
Accordingly; in léter discussions of the func;ionsiof schooling} we wili/’
cémbine these two aspects. -
. A tﬁird major function which the schooling processvperforms is the

differential socialization and certif;caﬁion for work roles according to

ciass, race, and sex. Since the job ﬁiérarchy is'dﬁ::;cterizéd by great

", -
PR i, 5 Rt oy

inequaiities\{ﬁ required skills, attifudés, and Béréohéiity‘aﬁfribﬁtes,

. differential pfeparation by the schoo%s for jobs ié dlready implied. But,
the ex%licit\listing of thiéthird function expresses the ;dditional fact
that this di££grential socializ;tion is not random, but occurs alﬁ#g'pre—
existing lines of sociai and economic stratification in the sqciet; so that
females, nonwhites, and children from low income backgrounds will be pre-
péfed by their schooling for positions similar to those held by their parents
and members of their sex and race.

Finaily, it is important to péint out the ideoloéical role that

schooling plays as the major route to social mobility for the vast majority -

, of peoplé as well as a legitimate allocator of adult attainments. The

N

W
-cf'..
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*  highly rationalized appearance of the educational system in conJunction with: S

L . - -
- M .

its close acceptance’ By employers as a basis for making hiring decisions has
’ . : 4 . " N
7 .tended to create and reinforce the credo that“eduCational credentials’ repre-

4 i

highly unequal,positiqns.of the income and occupational hierarchy 'The - e

. ’,,aa

widespread acceptance of this reality in conJunction with the expansion of

: schooling opportunities has reinforced the,view that the allocation of-. -

« . t

perSons to social positions is essent%ally a fair one through the educational .

e "

_ system, and-that social mobility is possible if only one has the ability and

'

perseverance to acquire more education. To a large degree it is this view

I S sént a legitimate device for allocating individuals according to- merit tp the T A

of reality and its associated incentives to obtain more and more education

o e g
, with each‘succeeding generation that reinforced”the historical growth in
/ .
educational enrollments, even in the absence of compulsion by the state.

I \\\v;//// In setting out these major functions of the schooling process in the
reproduction of the production process and its associated structures, we do

not mean to suggest;that‘educators individually or as a group aim to fulfill

\

. consciously these roles. In fact, they may conceive of‘their actions as
contributing to the development'of students for the codpetencies that will
‘be'demanded/of them. Nor do we imply ‘that the present schooling processes
'will fulfill automatically and - axiomatically all of these functions indef-
initely. Indeed, we will show below‘that the schools are-experiencing

. increasing difficulties'id carrying out these historiB\functions. |
o The general apparatus through which schooling processes operate to
reproduce@societyfs labor power -- work skills,‘attitudes, and values --
roughly?in the proportions and types required hy the existing organiaation

of production we shall term the principle of correspondence. On the most

obvious level, the formal organizational structure. of schooling institutions
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" " wages) rather than by the intrinsic satisfaction received from the activity.

- \

f . X
¥ [T x .

corfeéponds in majOr respects to the formal orgénizational structure of work

Q

institutions (e g., the patterns of authoriby and decision—making are

v »

'oen;ralized, hiegarchical, and bureaucratic). Further, motivation to fulfill-

e v
N

'thehwork requirements is induced primarily by external rewards (grades -or

- .
©

Students regularly move up ladders to a higher grade level on the basis of

seniority.  (The schooling system as a whole is partitioned into distinct

N . -

orgaquational levels whereby the nafure df the tasks that are demanded at

each successive level require more individual'initiative, more creative
applications of principles, and‘somewhatimore individual autonomy over the

details of the work process., Successively, fewer and fewer individuals

i

'movewon to the more advanced levels. " i l. il

It requires little imagination to see similar patterns in the job

-

structure and’ in the nature of worker—task and worker-supervisor relations.

It is reasonable to presume that these gross structural correspondences

TS
“

represent the most important linkage in acclimating the future workers to N

these patterns at an early age and in creating a natural transition to their §

’

»inevitability and acceptance by the young. But the concept of correspondence -

-~

embodies more than just “the simple notion of a matching of structural and

organizatiomal characteristics of schools and work enterprises. It also

¢

embraces the content of work and schooling processes such that the combina-

s
\

tion of form and content»of s¢hooling processes tend toAsupport the existing

- social relatioms of work, to reconcile children to the dltimate occupational "

hY “ . s
positions that they will oécupy within the work structure and to prepare them

for the duties that will be associated with those positions.ﬂir ao T
~ As we set out briefly, the history of education~in'thﬁ‘ﬁnited States

is primarily a study of how correspondence emerged over a century or so of
’ e .

e

W ' ‘




‘operates at both the conscious and subconscious levels (Marcuse 1964).

- shaping of the mental images of the vafious groups and individuals within® -
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.

stfhggles among different 'groups for different visions ef a commoz,schOOi,

df particular emphasis is the evolution of the present educational system

r

out of the quest for free public edpca%ion by'the urban.laboring classes in

copbination with the efforts of employers and manufacturers to create a

“

pdol of\}iterate‘énditrainable labor imbued with steady work habits and an
~ g - ’ .

: -

‘identification with the goals and methods of mass—production capitalism.

: , s
The key to understanding the establishment of correspondence is an

appreciation of the centrality of the production proéess and its work roles
. . - . Ltk

<

in shaping images of the possible and .desirable. This shéping process

-

.

The activities of the National Association of Manufacturers

- ‘ 4 ‘ ! y .
conséious effort to structure educational processas.to cérrespond to the

) needs of'papitalist\pnﬂduction (Lazerson and_Gfubb 1224f Chap.\ 7). The

.opposition of the American Fede;ation of Labor to vocational education was

é stance that can be explained similarly dh the basis of seif—interest by_v
-craft laborers (Lazersoﬂ and Grubb 1974: Chap. 8). The delibérate pressures
of qrganizatiqns‘in attempting to ﬁgid'education‘tend to occupy an important
rolefin shapiqg the history of education, pa;ticularly at times of crisis

and ;épid sdgietal change. But, the c;eat£on énd reproduction of correspond-

ence camnot be filly underséood on this basis alone. The centrality of

production processgs asserts itself as well in a subtle and unconscious

society with respect to what is desirable. Thus, they tend to contribute
unintentionally to-the maintenance of correspondence and the reproduction

of existing patterns of workplace relations, even when their conscious .

intentions are quite different from their behavior (Kohn 1969)..

-

N

v .SJ
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For example, the'estahlishment:of centralized hierarchically oontrolled

® ! - . « [

- school systems;with policyfdecisions and-programs determined by "experts"

. was supported by many progressive members of the middle and professional/jr

clgsses,, not out of desire'to manipulate the knowledge availaple to the - o ’

stemmed‘from'
L

tion and the

funskilled and semi—skilled laboring classes. Rather, suppor

a sincere belief by these groups_in the principles of organi

~ S . R =y .

, cult ‘of efficiénc& that was being'applied in industry and that was apparently

, sweeping the United States to the forefront of the World egonomy (Tyack ’
. l974 Callahan l962) Further, teachers are often unawar of the actual

impacts of classroom life on children because their own experientes as both
'students'and teachers have inured them to the process (Jackson 1968;

o R " . N
Dreeben 1968; Sharp and Green 1975). . Thus they often pyfsue rather mechan-

~

fbal,,pedagogical roles withhut being conscious. of e actual-conSequences.

»

Moreover, teachers who are interested sincerely in the welfare of lower

3
|

class students may seek to inculcate behavioral traits and attitudes which :
oorrespond to those required in loyer cfass jobs typically obtained by

, individuals from this background, not because they wish to reproduce social

'

’ : C .
class from parent to child, but because they don't believe that such students
" have a realistic chance of obtaining better employment. Hence, they operate

on the premise that it is better to prepare the students to accept and

perform well on the jobs that they are destined to get than to create false
expectations, frustration, and failure in an unachievable realm. This type
of "unoonscious".class reproduction also seems to be reflected in the roles

that pareBts play in the occupational soc1allzatlon *of their own children.
‘Lower claés parents tend to 1nculcate in their children the values and

A

orientations that they believe are successful in their own occupations.

Thus the working class parent is more likely to provide the training that
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is necéssary for'effectiﬁe functioning in'lowef status.operations, while
middle class.parents’inculcate in;their childrep thdse tfaits which are -
'necessary for functioning at p;ofessionai%and managerial levels (Kohn 1969).
To summarize, the production.process ani its sccompanying sttuctures ;
and.pattern of social relations operate.to pull the sttncture of‘schooling

- 4

prOcesses into correspondénce with themselves through both the’ political process

and through the less conscious and purposive actions of parents, teachers,

o

and students. While the history of education is a chromicle of the efforts
of various political groups sttemp"ng to formulate or modify Schooling

structures to reproduce the sociai_relations_of production according to

their own interests, mnch,of the correspondence is the result of actions

far less conscious on the parts of participants. Indeed, the schools serve

Ny

‘as an ideological representation of what is possible in the sense that to

the vast ‘majority of students and educators no realist-alternative ever

appears on the horizon. jTheréfore; while all manner of educétional reform.

and change in educationsl methods might be debated, the implementation of’
g
whichever method is actually chosen tends ultimately to support existing

.

production relations (Carnoy and Levin 1976)
But, we hinted that correspondence can deteriordte or break down

completely, even if it has appeared to hold,historically. An impqrtant

question that must arise is how ‘correspondence between education and work
deteriorates. More specificaily,.why«do the work structures‘ on which

correspondence is based change at 11 given that the mechanisms of corres-

pondenceyserve to reproduce the needs of capitalist production. The answer

is that given a particular set of work structures, the concept of correspond-

ence illuminates the processes by which educational structures evolve.

-

However, it sheds no 1ight on the larger qpestion of how the structures, of:

1.
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'pqoduction-tend to chahge./ To understand these chahgeé,’we must under-

stand the concept of contradiction. ) ‘ ‘J C
Social institutions and structures change as a consequence of their
_internal contradictions. Any' set of social structures which operate so

as to produce by their own functioning the conditjons which canvimpede the

further reproduction of that set of structures is said to be in contradiction

to itself. Since internal contradiéti;n is viewed as a structﬁral phenom-
enon, it ne;d not be visible. That is, iF(can exist in a latent form, oply
to becomg manifest under certain condifioﬁs.
Examples of internal contradiction abound in the workplace.7 For
'eiampie, a highly rationalize&, mechanized organization of production in
.which the cémponeht tasks hgve been simplified- and routinized‘will reduce

“the labor time and cost per unit of output while cementing control of the

.

production organization by its owners and managers. But, such an approach

serves simultaneously ‘to create boredom and resentment among the workers
who are annexed to the various, tedious and stultifyiﬁg tasks. The cost-
saving aspects of such organization of production depend crucially on the

continuous and rapid pérﬁormance of the'compdnent tasks. Yet, the faster

\

g

( the pace of work that Qs required, the more tedious and burdensome the

tasks bécome with amounting resentment among the workers. *Thus such
{ . i N .
methods of production organization tend ,to be internally contradictory

because they generate forces that caﬁ iﬁpede the production process; In
particular, the rg¢sentment and apathy which they foster among the workers -

assigned to Ehe various tasks obstructs realization of potential, labor

o
-

costs-savings and always threatens to break out in problems 6f quality

- 3

control, sabotage, strike actions or other effects of worker unrest as well

a» ,
as other manifest forms of :the contragicti@n. .

'
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/"~ Such situations of internal contradiction are the pfecondition of change
within that set of structures (Mao Tsetung 1971). However, the existence of an
internal contradiction, in itself -- that is in its latent form — does not imply

L4

that a set of structures will immédiately ceéée to be reproducible. The .
: existence of the ¢ontradiction pfovides the potenﬁial for chénge,ibﬁt the
manifestation qf the contrgdicticn is required to impede the reproduction
of the existing Structure: In order to keep latent COntr;dictiﬁns from
manifesting themgelves as obétaclég to fufther reproduction, it is necessary
to provide other structu;es outside pf the cantradictory set which”wili ‘
assure that the contradiction will remain latent rgther‘than arising‘iq.a
l manifest. form. TFor example, in the ;1iustration that was given ébOV93'ther'
oppo?tunities for gainful eﬁployﬁenp and incoﬁe'ma& be so paor that the;é
exists-a group of‘ﬁorkers who.wili endure the conditions of labor in a :
f;agmented, routinized p;oduction proCeés as an alternative to impoverish-
'meﬁt or starvation. ' '
Indeed, the ﬁistoriéal correspondence of the schdols,with the develop~
ing réquigements of the monopoly-capitalist Workplace may be looked dpon as
a mechaniém by which c&nt:adictions‘in‘production strucpures‘were mediated.
In this context, the early habituation to routine and to performance of
~intrinsically boring tasks which schooling institutions provide, dampens
%ater resentment of these characﬁeristies of production processes and intro-
‘ éuces the young to their inevitabiiity. Finally, new strﬁctures may arise
within or Be-appended to the ihternally contradictory set of struétures to
mediaté'tﬁe contradictions. - For example, in the illustratign given above,
schemes of job rotation or the creation of incentive structures in which

advancement is tied to seniority and steady work performance may be introducad

and operate to reduce boredom or to diffuse resentment.
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Accordingly, the reproducﬁion of a set of structures may proceed over -
a long period of time despite the existence of internal contradictions if
tgere,exist structures'either_appended internally or that arise ekternally

~which mediate the contradictions. WNevertheless, as long as a contradiction

-
-~
(3

'remains in the sense that the basic structures persist which give rise to
the contradiction, tensions, antagonisms and crises may be expected .to
surface periodically and'Ehreaten the continued reproduction of the basic

structures. Indeed, an understanding of change, then, requires not. just a
knowledge of the circumstantial factors which trigger it, but also the “
underlying contradictions which impel it (0llman 1971: Chap. 5).

| With these concepts of contradiction, mediation, and correspondence,
it is possible to formulate more precisely the thesis regarding the central-
ity of the work process and the dynamic relation of schooling structures to

work structures. The focus on the:centrality of the work process implies
that any quaiitatine change in that process or in the production structure
that defines the work process will ultimately initiate changes in the cor-
responding structures of society anﬁkparticularly the schools. The corres-,
'pondence orincipie implies or predicts that these changes in‘achooling
structures will evolve.towards'ones that will support the new organization
.of work, although there may be an interim period of confusion, conflict, .
and struggle among various proponents of alternative reforms, We believe *
that the analyais oflthe formation and evolution of schoolingiin America

and the failurefof«many educational reforms provides substantial evidence

for viewing the}work procesa as central to an understanding‘of the dynamics;'
of educational change (Bowles and Gintis 1976). Further, we have asserted 5}

that the source of change in work processes lies in contradictions internal ,

to their structures. From these premises it is apparent that an understanding
{ o

4.,




v o * t

«

__41_; - L ) o

of ;he-history qf structural ghanée and préjectibns of future changes in
schooling must proceed from a.specificatién of the concurrent cﬁanges in
work étfuétu:es and the iptérnél~édntradiction5'thch geﬁérate them.

| Although they are 1{%kéd to:qhe;mofé genénal set of production and

work struc;ufes through their historical developmert towardsiporrespondence

i - 1

with those structures, schools are also pérﬁially autonomous frﬁm ﬁhe workf'
' place; Moét_import;qt, théy,are'neifhe: governed‘direcﬁly By éithef indiv-
idual industrial énd coﬁmercial enterprises nor by the‘prodﬁction sector asl'
a whole. Thus they may develop, in paft, éccp;qing to their own dyngm{c,
and some changes in schooling processes will not mirrof'in’preéise detailf. ‘
tbe associated chanées in work proceéses.’ However, there are'seQere limits
to théée‘tyﬁes of‘chadgés over thevlopg run reﬁlectgd in the limiﬁs_piaced
' 8

upon the_schools by the polities (Carnoy and Levin 1976), and these devia-
tions will ultimately t}igger refo:ms that will be deéigned to reestablish
2 cér;espon&ence. § . 3 : ' | ’ )

For exaEPle, schools could progably produce labor power for the pro-
duction sector with considerably greater efficieﬂcy af considerably lowér
cost by éliminating courses in foreign languages, in music, and.the arts
and other such experiences. But, part of' the traditiomnal idgélogy of the
school and i;sihistoricgl dynamicasupports at least a smattering gf thesé

types of academic and cultural offerings and_requirements as part of a

legitimate schooling endeavor. ‘ i . .

\ '
In addition, schools develop internal contradictions of their own

.

whose resolution imparts a pattern of change that may deviate historically

from the pattern of change/ in the production structure at some point in time.
: 3

That is, this independent Hynamic may lead schooling structures in directions

which reduce their.ability)to prepare workgrs for the capitalist work system

40
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and to mediate the inherent éontradictidns of the workplace. Under some
conditions the schools .may even reach the poinf of exacerbating those con-
. P - .

tradigtidps at least over the .short-run before the forces outlined;in the

Ld v

preQious sectiOn‘puil themjback'infe cb;fespondende. ‘That is, the schooi—‘
ingisys;em-may éeﬁeldp in such a wéy'as‘tokpréducé vélues; attitﬁaes; and
Behaviorsrwhich are dysf@n;tiqpal'td,t@e reproduction of eﬁisting étruétures,
and relations éf production in work processes. fqr example, - the emphasig '
gn»educational crédentialslas "oﬁjecéive"'signs of superior~ébility'and -
status‘leads st&dents to a massive diveréion of efforts intéﬂthe attainment
of these credentials ;athér thanbinto developing thé knowledge ‘and agilitieé
ghét the credentials supposedly represent. This behavior patpern.inculc;ted
b&-the schools créates an orientatioﬁ in future wo¥kers towards the“cﬁltivar
 Fioq‘of appearances rather than the internal need to prodhce. ‘
 _.Thus while schooling structurés; in general, cbrrespond to workplace 'gi<<
structures and relations, the étfength of their corréspohdence,may weakén
over time or under certain'conditions they may deQelop'iﬁ such a way a$ to
exacerbate the manifestations of contradictions in the workplace‘;t least
over the short run. There are sevefal reasons for this. 1In the fir?t
place, the fact that production structures are internally'contradiétory means ¢
that schools must inculcate attitudes; values, and skills which may be : '
SP' internally inconsistent. For example, existing productién structures relyf
on attitudes of individual competitiveness and drive for individual advance-
ment to elicit high levels of work effort from empioyees whose work can't
« be supefvised directly. But, co;pegation and teamwork are sometimes necess-
ary for the smooth-opération and coordination of production, processes and

the avoidance of production bottlenecks. Yet it is difficult to inculcate

individual dompetitiveness without at the same time creating a narrow egotism

1o
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and individualism which‘undermine%thé development of cooperative work

patterns. Although the development of extracurricular sports programs‘as

an attempt to .channel individual‘COmpetitiveness into team pursuits’may : @

’

" address partially this inconsistency; the "extracurricular" nature of such

activity means that it is not central and will not be experienced by the

! : =
B R B
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majority of students.

A second reason for the divergence from correspondence and'mediation

N

" is the public nature of funding and administration of schools. In particular,‘

»
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ﬁ extension of the ideology ‘that the schools exist to create social mobility

i

and equality. 1In fact, it is-this ideology that attracts.many highly
idealistic-téachers and other personnel. While many of the efforts of such
individuals serve to reproduce attitudes And values among students that

correspond fo the needs of hierarchical ‘work’ structures, even if uninten-

f

‘tionally, the fact that educational personnel often'believe that the'schools

are agents of equality may also mean that they inculcate in their students-
some values which are dysfunctional to the reproduction of\the work order.
Even more important? the existing hierarchical production structures
require schools to produce relatively greater numbers of students who will
be prepared for subordinatevwork positions and much smaller numbers who will
have the attitudes;'skills, and credentials for higher status jobs. But,
the schooling system has been propelled by strong parental expectations and
demands for increased educational attainments for their children in conjunc=
tion with being caught up in its own institutional ideology as‘a provider of
equal opportunity. Fhus thefe has been an enormous overexpansion at the

college level with far more college graduates acéredited and socialized for

higher status jobs than the current job structure can absorb. This situation
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.ically, the phenomenon:of overeducation_has increased the likelihood of

4
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- has been created_in bothiwestern Eurcpe and the United Statesf; Paradox- * - .

»

'frustration and rebellion among'workers as they’find that they must accept

¥

.gobs with lower pay, status, and resPonsibility than those for which their

college or university background has prepared them. This is a“matter that

‘

we will return to in the next‘section.

<

The possihility that .schooling processes‘may deviate.from the repro- ‘
‘duction needs of capitalistAproduction'because of their.own'inStitgtional
dynamics has‘several conseduences for a;theory of structural change. ﬁirst,
it means that'periodically there-must_be periods ofAeducational reform and"
change in'order}tozpull‘the educational system baé&'into correspondence.
Second while changes in work-structures depend largely on contradictions -

internal to the work process and its organizationl the educational process

can_ exacerbate some ‘of these contradictions by failing to mediate them and

4
N

even aggravating them. A - o L )
" In summary, at some points in history the educational system may tend

to "trigger" change by exacerbating contrachtiqns that are manifest in

-work processes even while fulfilling a general pattern of correspondence.

Ye are suggesting that the relationship between education and work is a

dialectical one.. While the influence of the work structure has exerted

e

constant pressures to maintain a corresponding educational structure for

reproducing labor power for the capitalist mode of production, the educa-

tional system also has its own semi-autonomous dynamic.which causes it to

: )
diverge in certain respects from the overall pattern of correspondence and
mediation of 'the internal contradictions of capitalist ,production. At some

point,this divergence will trigger or exacerbate the manifestations of the

contradictions in production, with deleterious consequences for the further




- ment and accommodation of the educational system‘ig the_demands fer repro-

-

expansion of productfon and reproduction of existing relations. At that '
point, both the education and production systems will ‘be characterized by

reforms which will attempt to mediate the ‘contradictions through altera—

tions in the nature of work relationships and corresponding modifications

1

. in education. ,Over time this new phase of correspondence'will begin to

deteriorate only to initiate a new wave of reforms and syntheses of the

0ld and new once again.

Iv. OVEREDUCATION AND ITS CONSEQUENCES

In the previous section'we set out an.alternative formulation for

'“understanding‘the relation betweeh education and work. While the establish-

.

ducing labor power for corporate capitalism have been a’salient feature of
that‘relationship, the underlying in&ependent dynamic of the educational
system represents the key to understanding change in both" the workplace and

the schools. In the earlier conflicts over the shape of the schools, a

© number of structural features of the educational system were established

that must hecessarily create a divergence'between‘the schools and the work-
place over the longer run. These features were necessary to create an
ideology of schooling which would maximize the voluntary participation of

citizens in both supporting the schools financially and politically and in

4

increasing enrollments in the educational system, without relying strictly-

on compulsion.

- » . K

" Thus, the independent dynamic reflected in the independence of the

«r

educational bureaucracy from direct capitalist control .emanated from the

requirements that the schools mirror the structure of work-organizations

while appearing to be quite separate and insulated from such "crass" influences.

4J
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The cultural' dynamic of the schools .as reflected in its courses in the arts.

and literature was necessary for maintaining a semblance of the»traditional

academy to counter thefoﬁviously,heavy hand of vocationalismjthathyiolated
T LU ) T ‘

ot

. TS S , ,
tpe classical view of education. The emphasis on séressing equality of |

(f

educational oppdrtunity and increased social mobility through the educational
system were necessary to maiﬁtain an image of fairness and to stimulate the
individual demand for schooling so that enrollments would increase on a

voluntary basis rather than a compulsory one. b .

-

~In summary, these independent dynamics arise out of the contradictory

policies that created an historical patchwork of compromises in estaﬁlishing'
a workable and stable educational system. On the one hand, it was necessary

for the schools to respond to the pdwefful forces of the workplace; but on

N

the other it was neceéary to endow them with the image of independence,

equality, and fairness in their operations. The internal contradictions
created by this divergence between function and image must necessarily
manifest themselves over the longer rﬁn. Indeed, this is a major reason’

that correspondence has broken down in some very crucial respects in recent

years.

Divergence of Education and Jobs

, Whenever the historical path of the educatiqnal system begins to diverge

£y

sigﬁifidantly so that it fails to mediate the contradictions of -the workplace

.adequately or exacerbates those contradictions, there will be pressures on

. the educational system to change. Changes in the workplace may also ensue
zto mediate the manifestations of the underlying contradictions of capitaiist

work, and these will also have educatiomal consequences. One of the most

iﬁportant of these-divergences in recent years has been reflected in the

+

-
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gurplus of educated persons relative Yo the number "of available"jobs requiring'
iéh levels of education. ‘Throughout both Western Europe and the United
States, there exist large and apparently4iﬁcreasing nq@?ers of educated-

unempIoied and underemployed persons;m This phenomenon has an enormous poten-—

+

tial for triggering reforms in both education and work, and it will be the

[

- R
A

focus of this section.
As we empha;ized,‘an imp;ntént component of the demand for”schooliné
by individuals ang families is relé;ed to their quest for social mobility.p
Higher levels of e&ubational attainment are associatea.with better occupa-
tional opportunities and int%mes, and the expectation of a\better jqb aﬁd
income are‘importaﬁt facfdrs which moti?ate studen;s to obtain additional
.schooling. But, continuing correspondence betweén thé educational system
aﬁd that of prodd;lion require ;hat ﬁhe number of educated persons that are
T&é the occupational hierarchy iﬁ

produced at each-level'be readily absorbed

the sense that the particular skills, attitudes, behaviors, and expectations
e ,

.

vassociated with each educational level will bg matched by appropriate 6ccu-
pational oppértun}ties that draw upon tﬁese attributes. Thus, the expansion -
of educated persoms cannot exceed the expang&on in the number of appropriate
jobs for each leVel of education, without creating a mismafch between the
proficiencieskoﬁhthe educated person and the charqcteristics of pis or her job.
More generally, the occupational hierarchy at the upper levels muét
eipaﬁd rapidly enough to absorb the increases in e&ucated.persbns that cor-
respond to those le?els. In period of Véry rapid economic growth, a differ-
ent problem ma& arise, but one that is mofe readily resolved. ‘There may be

a shortage of educated workers. In that case there;&s pressure on firms

to train and upgrade existing workers and labor-mérket entrants to fill

needed positions for which there are not enough candidates with appropriate
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education and training. In contrast, it is far more difficult to set out

policies which can resolv the problems of overeducation.
The seventies were a period of over-production of educated persons in

-
the advanced capitalistpsocieties. In particular, the. educational systems

were producing more persons with higher educational'credentials than there
o,
were job opportunities that could utilize such training The result is that

i

'unemplOYment:rates of college and university graduates rose, and perhaps

even more prevalent-was the shift of such persons to occupations that did

not require traditionally a college education.

According to the recent analysis of the Carnegie Commission on Higher

PR
Education (1973: Chap. 3) for the United States, there have beén three“
.—//4”

distinct phases. Prior to 1950 it appears ‘that the opportunities for college
graduates kept pace with the supply with the exception_of periods of sfvere
economic dislocation such as the depression of the thirties and World ﬁar II.
From 1950 to the middle sixties, the expansion of opportnnities outpaéed the
increase in the number of college graduates. This represented a golJen age
of sorts for college graduates as their salaries rose at a more rapid rate
than those for other groups (Welch 1970% Freeman 1976: Chap. 3). nt, since

!

the late sixties there has beenra far greater e;pansion‘in]the numher of
college-educated‘youths than in the number o;fappropriage/jobs fonﬁpersons
with college-level training.

In contrast, by the‘late 1970's virtually all of the Western European
countries and the United States were facing vast problems of youth unemploy-
ment and underemployment. Perhaps, more important, the edupation of ‘these

unemployed youth was at unprecedentedly high levels, and there were immense

problems in even finding jobs for college and university graduates.

»
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Mbreover, many of;the jobs that were available for the college graduate were
. i : . .

at occupa;iqn%lﬂlevels which had been filled traditiomally by persons with

"3

~y

considerably -I&ss education. How did this situation arise, and what are its

future consequences for education and work?

‘Causes of Overeducation

)

There afé two principal underlying causes of the overeducationﬁphenomr ]
enon. The first is a relative decline in ecotiomic growth generally and in
. the shift to higher s&a%ﬂsfﬁécupations spe;ifically, and the secoﬁd is the’
large increase in the number of educated persons entering the labor market.
Let .us review briefly each of ﬁhese in turn. The provision of increasing
numbers of professional and‘managerial occupational positioné depends
crucially on grdwth in the economy-and shifts in the structure of the economy
towaras industries tﬁat ﬁse these types of personnel. While economic expan-
Sion was an im?ortant factor Q%storically in increaging the numbers of high
level positions; and.it was a particular crucial factor in the post-World |
War II period, the fate of economic growth has declined to levels that are.
*conéiderably below_historical growth rates.

By the early seventies, not only Had the shorter run effects.pf‘a
werld business recession taken their course, but a number of longer run
factors have suggested that econoﬁig growth rates will not approach again
the rapid expansion of the'post—World War I1 period.9 These factérs include
the problems of shortages and rapidly rising costs of energy and other‘noa-
renewable resources, cﬁronic problems of inflation, increasing capital
requirements, falling rates of profit on investments in the developed
kcountries as a result of over-accumulation and saturation of markets, and

-

rising investment opportunities in the’third world with their 1arge pools
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of 1o§-wage lébor and few inhibitions on the despoilation of their environ-

o ments. All of these factors taken together suggest that the economic growth
. ] T : v o

of the post-war period that proGided such an important source of éxpansion_

! :

i . , 5 v ‘ _ v
of #anagerial and professional positions for educaged persons is not likely

to be repeated in the foreseeable future.

/
i

! Further, historically all of the advanced capitalist count¥ies experi-
eéced'a profound shift from agriculture to manufacturing and in more recent

/ . . .
years to the services. With these shifts came concomitant occupational move-
f ¢ B - . )

ments from farmwork to blue collar jobs‘andyﬁf whité-éollar employment and
; an expanding managerial and professional component in the workforce. 'Fér

f example, ip'1900'about 10.percent -of both the male and female labor force
,‘ were found.in managerial ana professional occupations in the U.S. (Gordon ‘ .
; 1974:28). These proportibns had risen to 14 percent for ma;es and 16- per-
! cent fér females by- 1940 and to 28 percent and 19 percent respectively'by

/ 1970. However, since 1970 there has been almost no increase in this ratio,

suggesting a growth rate in these occupations that has slowed to that of

the U.S. labor force generally (Employment and Training Report of the
! * -

j President 1976:235). Moreover, as' Freeman (1976:64-69) has noted, the growth
:of industries that utilize college-educated perséns will be especiélly
/ sluggiéﬁlin comparison with the unﬁsually high growth period of the sixties.
; : . In summary, the élqwer pace of economic growth in the United States
and Westerﬁ Europé in combination with a particular decline in the expansion
. of those industries that are eddcation—iﬁtensive suggests a‘slackeniné demand
for the'collegé graduate relativevpo the) immediate  past. This situation

differs fr;m the very rapid increase in professional and- managerial oppor-

-

tunities that followed World War II. - N

In contrast, with the reduction in the expansion of appropriate jobs,

o

-

Q , Sxf
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the number of persons entering the labor market with college credentials has

increased substantially. 1In both Westerd Europe and the United States, the

number of youth of college or university age have reached unprecédented

‘. While the'effeots of this demographic phenomenon are likely to subside in

. _—
terms of its impact on increasing the numbers of college-educated workers,

other effects are likely to increase both aggregate participation in posg-

-

I ~ levels because of an earlier baby boom tha:,created this demographic bulge.

: secondary education and in the labor supply of such persons.
These other factors inclide the high levels of uﬁivérsity enrollments ' ,
- stimulated by the reforms of the secondary school in Western Europe and by

-

the declining value of the secondary school certificate in both the United
‘ ’ ,

R , . . ,
States and in Western Europe. As college educated workers are. forced to

take jobs that would have employed secondary school graduates, the prospects

e 6
-

~—~for the segondary school graduate have been-decliniqg at an even more rapid -
pace.’ In the United States,.the private réE;; qfireturn for a college educa-
tiop appear tq have been holding steady or even increasing:as’séiaries for
college graduates have risen at a-siightly fastér rate than for high school
graduates and as unemployment rates have riser at a slower rate (Grasso 1977).
and universities to hold those levels or‘evenlin;rease'as thé economic
prospects for 1owe; ;evels of education decline, But an increasing portion

of college graduates arehlikely to enter the 1abor‘mafket. ,Theré are two
reasons for thié. First, the;é has been a seczlar trend dn both the United
.States and in Europé foé women to incre théir labor forte participa;ion.;
Thus, more coliegé educaﬁed women will be entering Ehe labor market

than in the past to compete for available-jobs.- Second, there is an independ- °

"ent effect of the job shortage that will reinforce thisweffect. With

5B

l . Finally, not only might we expect high enrollment rates in colleges
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difficulties in qbtaining high remuneration for male college graduates,

ter pressures for their wives to work to assist in main-
? - .

thérelwill be grea
taining a middle class living standagd.

In summary, the éxpansion of college level training is likely to

-persist or taper off at very high -levels so that a very large proportion of

"the entering work force will have received some post-secondary training in

— LS

both Western Europe and the United States. In gontrast,’only a'rgfativeiy‘
,i_~\ ' Small propoftion of new jobs will require the éypes of skills and personality
L traits associatgd with that level of education. The result will be that a

very 1arg¢ number of youth who will be entering the labor market will find

o

th§t their jéb expecéations will not be satisfied by available opportunities

and that they are overedycated relative to the requirements of'éheir work}o

-~
-

Oyereducation and Unfulfilled Expectations

Overall, then, the long run picture suggests that coileée gradu;tes,

‘are likely to have greater expectations with respect to their occupational

attainments than the labor market canp fulfill. ‘In the past there was the.

-~

7&xpec;ation that if one obtained the appropriate level of education, one

could also attain an occupation that was consonant with that level of edu-

cation. To a large degree that set of expectations still seems to be

evident as reflected in the occupational aspirations of youth. Table 1
compares the occupational aspirations of a nationél sample of U.S: high

school graduptgs of 1972 with the occupational pattern in the labor force
for both 1972 and projections for 1985. Even two and one half years after " ¢

[y

leaving high s;hool_(éfter’participating in either the labor market or cbilege
or Bath), abput half .of fhe'respondentq aspired to professional and technical

careers. But, such occupations acceunted for only about 14 pércent'of :

o
-

)
3

Q ] .‘ . T ‘ ‘,f 5‘)
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Table 1 o . |
0
Occupational Aspirafioﬁi of High School Class éf‘l972‘ﬁuring
Their Semior Year and 2°/2 Years .Later, and Composition of the
Labor Force by Occupational Group: 1972 and Projected to 1985

Percentage Distributions
Occupational Aspirations
’ of  the High Schoo]l Class

Occupational Group of 1972 ' Labor Force
1974-24/2 years o
1972 in ~after leaving 1972 1985

high school high school? actual prqjectea

3

Total , | 100.0 100.0  100.6 100.0
Professional and techniéai.;onkegs 54.0 49.9 14;1 16.8
Clerical workers - 16.0 12.7° 17.4 - 19.4
ﬁanagerg, officials, and\Proprietors . 5.0 11.7 9.8 10.3
.Service workers - " 7.0 4.9 13.5  13.2
Sales workers ’ o _ | 3.0 1.9 6.6 6.4
Craftsmen ’ “ 8.0 9.6 13.2 12.8
Operatdives : 2.0 | 4.0 ‘ 16;5. 15.1
Laborers and foram Qorkers | 4.0 $.3 I 8.9 . 6.0

1. Based on responses to questions asking what kind of work respondents would
would like to do (1972), and what kind of work they expect to be doing when
they are 30 years old (1974). .

2. Preliminary data. Estimates are unweighted.

3. Percentage distributions may not add to 100.0 because of rounding

Source: U.S. Department of Health, Education, and Welfare National Center
for Education Statistics, Naﬁiona; Longitudinal Study of the High School
Class of 1972, preliminary data and U.S. Department of Labor, Bureau of
Labor Statistics, Occupational -Outlaok Handbook, 1972«73 and 1973-74 editions
as printed in U.S. Department of Health, Education, and Welfare, Office of
Education, The Condition of Eddcation 1976, p. 245

5] (’7'
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positions inithe labor force in 1972 with a projection to about 17 percent
some 13 years later in 1985. In contrast, far fewer respondents ESpiredfto

the lower-level occupations, ‘even though there were relétively more posiﬁions : o

1
"

in the labor force in these areas. ‘ 5 (

With ad&itional yea?s ofyéchooling; individuals expect that the jobs
that they afe able to_obtain correspoﬂd to their higher educational status.
Not only.are there prestige differences in terms of occupations that have
-required traditionally more education (Duncan, Featherman, and Duncan 1972),
but there afe substantial differences among occupations in income (Sewell
and Hausef 1975) and in fringe benefits, employment stabilify, working condi~
tions, and independence (Duncan 1976). Thus the question thaﬁ arises is
wﬁat will.be the consequences of Sucp expectations ifAthey aré left
unfulfilled. .

Before talking about these in céndrete terms, it is important to note ,
the context in which job dissatisfaction by the &ounglqver—educate& worker
is viewed. 1In the past, economic insecurity sgemed to be a dominant factor
in the a&éption of workeré to jobs that were below their expectations or
which were intfin;icaliy distaéteful. Moreover, the pbssibility of future
upward mobility gave at least a hope that things might become substantially
better tﬁ;ough conscieqtiqusneSs and hard work. But, recent surveys have
shown some rather distinct breékg from the past, partially due to the higher
educational .levels of yoﬁth and partially\i; the objectively better economic
ci;cumstances of a society with unemployment insurance, public assistance,
and other kinds of economic cushions. An.extensive survey of U.S. college

t

seniors in 1972 summarized:

2

In work attitudes and perceptions of the most salient
characteristics of work, students see themselves as being
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quite different from their parents. Two significant and
striking differences emerge when students are asked to compare
their work needs with those of their fathers. Students see
themselves as being far less concerned than their fathers
with earnings and security and much more concerned with the
nature and purposes of the work. Students stress the more

| altruistic and intrinsic aspects of the job. They seek
interesting work which will be useful to gociety and of benefit

. to others, will allow them to express individuality, and will

enhance individual growth (U.S. Department of Labor 1974:4).

These views are fuxther‘reinfofced by the public opinion polls of U.S. youth
and particularly the trends in;the data.’ For example, based upon compara-
tive studies between 1967 and 1973, Yankelovich (1974) found that:

,Todéy's generation of young people is less fearful of economig
insecurity than generations in the past. They want interesting
and challenging work, but they assume that their employers
cannot -~ or will not -- provide it. By their own say-so, they
are inclined to take "less crap" than older workers. They are
not as automatically loyal to the organization as their fathers,
and they are far more cognizant of their own needs and rights.

Nor are they as awed by organizational and hierarchical authority.
Being less fearful of "discipline" and the threat of losing their
jobs, they feel free to express their discontent in myriad ways,
from fooling around on the job to sabotage. They are better
educated than their parents, even without a college degree. They
want more freedom and opportunity and will struggle hard to
achieve it (Yankelovich 1974:37).

In summary, the prospect of job dissatisfaction and its possible deleterious
consequences for productivity seem to be increasingly related to the disparity
between risiﬁg expectations for' better jobs and the available job opportun-
dities, and there is reason to believe that this'is equally true for Western
European youth.

| Education has been found to be related to job-dissatisfaction in a
number of studies. Thé most thorough examination of the relationship between
‘education and job satisfaction was carried out by Quinn and Baldi ae
Mandilovitch (1975). Using the extensive data from the 1973 Quality of

Employment Survey as well as sophisticated statistical techniques to attempt

to isolate the relations of education and job satisfaction, they found that:

Q ‘ ‘. ) i 5‘j
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"The most diésatisfied workers were those who were too highly educated for

their jobsﬁ‘(p.rvii). In a related study, Kalleberg and Sorensen (19%3)
foundlthat:worké£s whosefeducationalllevels exceeded the estimated educa-
tional requireménts éor jobs showed higher levels of jdb ?issatisfaction.
Thus the evidencé points consistently to the probability th;t as the dis-
crepancy grows between the job_expectations of the young and increasingly
educated éntrants to the 1abof force and thé actual jobs that will beé éQail—

able, the dissatisfaction of this group will increase.

Job Dissatisfaction and Implications for Production

But, if job dissatisfaction is a rising function of the discrepancy

)

between the educational requirements of existing jobs and the rising levels

of educétionalvattainments and job expectations of ;he young, it is important
to ask what implications such dissatisfactions have fbr‘work,organizations.
While there have been only a sméll number of studies that have addressed

this iésue in a sy;ﬁeﬁatic way, there are a number of investigations and
other evidence that suggest that such dissatisfactions will have a negative
}mpact on productiviéy. It is important to mention that there are few
accurate indices on the extent to which such factors as employee turnover,
alcphpl@sm}.ébsen;eeism, d:ug‘problems, sabotage and reiatgd problemg of
qualit& contfol, or wildcat stffkeS‘have changed over time generally and
viftually no information on such changes for thosé occupatioﬁs and industries
that have been most impacted by young and over-educated workers.11 The result
is that it is difficult fo relate riées in overeducation to such costly
problems as work stoppéges, deterioration in quality control, and employee
turnover or absenteeism.

The problem of linking changes in the proportion of overeducated

o))

I
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workers to ionger-te;m changes in worker behavior is further compounded by

[

the effects of the business cycle. During periods of recession, the low

‘demand for labor and high rates of unemployment will tend to discipline the

'

"work force. The lack of alternative employment will tend to reduce worker

disruption, turnover, and(abscnteeism. thus while employee absentee rates

rose from 1567—1970, they seem to have 1eve1ed'g££ or even fallen during the
cecent recession (J. Hedges 1973 and 1975). Obviously,.it is the longer

run changes -that are of interest in 1ooking at the overeducation issue

rcther than the short rum, cyclical changes. JA.related problem is the lack -

of consistency in both concepts and oﬁerationalization of such terms as

employee turnover or absenceeism és well as other measures of worker diss-
atisfaction and behavior.l Different studies on the subject have viewed the \s )

phenomenon and its measurement in different ways, and statistical studies »

that héve‘looked for relationships have varied_cqnsidgrably in their rigor.l3

However, there is considerable support for the‘view that job dissatis-
faction is directly related to both absenteeism and turnover.14 Moreover; ;hey
vieﬁ is intuitively comcelling, although the relationship is probably a

complex one that requires 'an improved understanding of both social-

. psychological dynamigs of the workplace as well as the research operational-

ization of*thesé"cohCepts (Brayfield and’Crockett“1963§-SriVasta“EEfgz.}I975)i'” vt

More direct ties between overeducation and indices of employee
productivity such as employee turnover have been reviewed by Berg (1970)
In general, he concludes from a variety of evidence that overeducation may
have deleterious consequences for production. The most ambicious study that
explored the connection between hiring standards and actual job requireménts

(Diamond and Bedrosian 1970) was carried out for ten major "entry and near-

entry" jobs in each,of five white-collar and four blue-collar occupations

N v

6.4
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as vell as one service occupation for twenty groups of'establishments
among fourteenvindustries in two ﬁétropoli&an regions. The authors found
that hifing requirements wereyunreiated to;job pefformance across cities,
industries, or eompanies, and_fof some seventeen of the twenty samples

there was little or no difference in job performance associated with the

level of educational attainment of the worker. ' But, Ehe differences between

the hiring standards and the actual requiremen:s needed for the jobs

)

"...appeared to be an impqrtant cause of costly turnovér in a major segment

v

of virtually all of the 20 groups" (p..7).

.
®

Moreover, recent survey results suggest a relationship between job

dissatisfaction and both industrial sabotage and drug usage within the work-

%

f : -
place. Quinn et al. (1973) 'investigated these linkages with data from tife
extensive Quality of Employment Survey. They found that workers' reports of

industrial sabotage were most common among dissatisfied workers, young

[ ) ) »

workers, and men (p. 40);
These findings also eompoft with the few case studies of work ergani—

zations characterized by fising numbers of young and more highly educated

workers. Perhaps the most poignang of these cases is the experience of

[

_General Motors with its newly.situated Vega plant at Lordstown, Ohio. Its

'relatively'highl?'eddcated”and”yOungfwerKfGrce responded with wildcat
4strikés,.sabosage, highlabse?teeism, drugs, and other disruptive activities
to attempts by management’to tightee‘worker discipline sﬁd so in;sease pfe—
duction 1evels“to the designed C%Pacity of the pianf (Aronowitz 1973:
Chapter 1). A similar picture is’described for a steel mill (Kremen 1972),[

L]

and a more general pattern is described by the Work in America Report (U.S.

-

Department of Health, Education, and Welfare 1973) with high estimated

losses in productivity for both businesses and government (Walton 1976).

.
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In summary, we have suggested that the rising levels of overeducation

;

for the available 5obs in conjunction with relatively High levels of
affluence are tending to create increasing problems for thé production of

goods. and services: in the United States. The higher levels of education of
Y N . : o s o
youth are spawning enhanced expectations for jobs that will confer high
statﬁs,;income,xand responsibility. But, the expansion.of such odcdpatioﬁa%
w4 . ' o I3

posi&iéns is falling far short of the increases of college—educated youth,

. < : ‘ ;
and there also appears to be a tendency for existing professional and mana- »

“
@

gerial jobs to become mgre routinized or proletarianized over timé;

°

(Braverman 1974; Bright 1966). It is expected that these contradigtory

dynamics will create increasing dissatisfaction in the workplace as ekpecta—

«
-

tions are frustrated and these frustrations will threaten productivity by

. , i 1 5 :
increasing the level of disruptive behavior among workers. ~

Implications for Reform of Education and Work

As we emphasized at the beginﬂihg'of this section, the independent
dynamig of .the educational system.h;s implications for changing both work
and educatipq. As the educational system diverges in;a variety of ways
from its earlier pattern of correspondence, it begins to fail to mediate

contradictions. The expansion of the system of education to satisfy the

L e e

Vi&eélééy‘;kw;;éiéi mobilié;mﬁﬁrALgﬁté&ﬁ;;£i6ﬁ;1)h65i11£§ ié‘an imﬁbftént
example of a pheﬁomenon which will uitimately provide a disruptive effect

on production if permitted to continue. Of course asfthe threaﬁs to produc-
tivity and the symptoms of worker unrest increase, there will be a variety
of attempts to stem the divergence of schools and firms through reforms of

bdth the workplace and education. In particular, both the state and

capitalist enterprises will attempt to alter the system of educational

65 -
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organizat{on and that of work in order to once again establish a smoother
4 ) oo
pattern of corresporidence between theitwo institutions. And, many of these

{

reforms are alfeady in evidence.

{

On the side of the workplace, there are increasing attempts to change

the ofgénization of work. These inciude attemﬁts to humanize work and to

increase worker participation at the various organizational levels as well

N

as to provide educational sabbaticals for workers to "retool" their skills

and refresh their spirits. On the educational si&e tﬁere are attempts at
diérupting,the norﬁai educatignal paptern’by'sfreading educéfipn and g;ain-
ing over a lifetime through "fecurreng" or "1i¥e16ng"-edudation while
reducing the deménds fof conventiondibacad;mic credentiéls. In‘addition,

there is a major trend towards emphasizing career education, an attempt to

integrate more closely the workplace)and the school. This latter movement

is comprised of a large number of reforms of curriculum content, counseling,

and organizational change in the schools. InGthe following sections we will

review some of these changes.

i

!
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. V. THE MOVEMENT TOWARD WORKPLACE DEMOCRACY

In previous sectipns we ﬁaintained that the éducational system is no
longer able to mediate the contradictions of cap%té;ist work and that the
independent dynamic of the educapional system has’even acted to increase
disraptive and confliptive“behavior in.the workplace. In particular, young
workers with' relatively high educational levels who have not experienced
economic deprivaéion are likely to reject increasingly;bgzh the types of
jobs that=willibe available as well as the overall controlling conditions
of the worklsetting. Symptoms of this malaise will be reflected in rising
incidences of worker turnovef,‘absenteeism, sabotage, wildcat strfkes,
quality deterio;ation AE‘product,nand challengés Eo discipline add existing
work organization. And, these matters will noé be oneg that will be
resolvablexéﬁrough normal collective bargaining with traae unions. Such
threats to production and broduétivity will have high potential costs, aﬁd
t?e pressure; exhibited by both managers and workers to reorganize or reform

~ the workﬁlace will be intense. ‘ ‘ ;
. / . (

Types of Workplace Reforms '

1

It is important to be more concrete ébout what is meant about reforms
oflthe workplace.; Sin?e the word reform.is often used to refer te quite
different things, we will attempt to utilize it more precisely by referring
to two types of workplace reforms, technical and political‘ones.J Technical
changes refer to those alterations of the workplace that can be carried oht
without changing the governance of the firm in Ee;ms of the allocation of
decision-making authggitf. Such reforms can include the redesign of jobs to make

them more interesting or the use of flexible working schedules wh&ﬁp employees

“can set their own hours. They can encompass changes in the physical work
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environment or policies of organizational develfﬁment,that improve commun-
ications among employees. All Qf these ;re,cogéidered tgnbé ﬁechnical in
nature in that the existing management caﬁ maké.the decisi;néland hife the
appropriate technical specialists to design ?%d imp%emept the changes.
In contrast with the technical categoﬁg,‘ﬁolitical changes in the .

‘ ; L
workplace refer to those that altér the governance or decision-making frame-
. / ~

P :

work. These, in turn, can be divided ingb micro- and.,macro-political-
/ . .

: /
reforms where the former denotes‘change? in the internal decision-making

of the work enterprise, and the 1atte€/;efers to modifications of the ex-

!

/
ternal or overall governance of the firm. It is useful to review each of

t ¢

these political categories of;reformhin greater detail, since we will

‘ suggest that they represent the categories of response to the present threats

¢

to productivity by "overeducated" workers.

Micro-political changes represent alterations in the internal deciéidn.

‘makdng of the work enterbfise that increase the participation of workers in

matters which affect the'nat?re_and organization of their work. The polit- .

/

ical aspect of these modif%ﬁations'is due to the inhérent change in the
distribution of power over the particular decisions that are included in

the reform. 1In theseé cases some traditional managerial prerogatives are

»

;elinquisﬁed or shared with workers. The micro-aspect of this category
refers to the fact thét such increases.in worker participation are limited

to a specific set ofvfactors that govern' the execution of the work rather
than encompassing .those macro-politicdl dimensions that govern the operation
“ B ’ ) - .
o of theorganization itself. Thus, the typical micfo-political modification .

of the work enterprise will increase the participation of workers in deter-

mining such matters ds production scﬁedﬁles, training regimen, ‘'work assign-

ments, and work methods, Ho&ever, such chadggs will not afﬁedﬁ the over;ll

@

K . » S s . : .
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control of the organization as reflected in decisions on the choice of

products or services to be produced, pricing policies, investment plans, :

@ oo ‘ , :
distribution of proﬁits, or overall ‘organizational structure._’In summary, /
micro—éolitical changes tend to incrgase‘thevparticipation of employees in
those decisions‘which_affect the nature and perfor;ancé'of their jobs : -,
withiﬁ the qve;all governance structure‘that defines the operations and
purﬁoif of.thé“enterprise. |

A general term that is used to déspribe attempts to increase worker

particgﬁation in’ what afe traditionally thought of as managerial functions

, N - ‘
is that of job enrichment (H. Rush 1971: 13-14). This approach is based largely
upon" the work-of Herzberg (1966) and Argyris (1957 and 1964) which argues that

the most important motivating factors of a job are those which provide intrimsic.

" rewards to the job-holder ‘such as feelings of achievement, personal recog-

nition, controlvof the ‘work process, and respohsibility. Job enrichment
apﬁroaches assume that workers can be more highly motivated by increasing )
the content of vertigallor hierarchical responsibilities of the job‘such’ -

as planning, organizing and evaludting the work in addition to_performing it.

One of the most important applications of this concept is that of the

autonomous work group. . This approach diwides the functions of the organi-

) . K
will be performed. The assumption is tHat most employees can relate much

better to a smali and identifiable group-bf which -they are members than to
® .

.a large impersonal organization. This attachment to the greup and the high

level of communication and interaction among its members fosters thenability'

(
&

of the group to make interﬁal decisions about how the work will be performed. v

While<the'grbup is accountable to a’higher level of manégemeﬁt for its over- . -

s

-all performance, the internal assignments, scheduling, training, an&_} e

s - . : - ?

.A ; 6 l o »ﬂv




-Much of the development of these ideas has beag carried out by several

~induétria1 relations where the shop stéwards reﬁresen: the unionized workers

‘with rengct”Eo_maﬁagement—worker confli@ts and changes in-employment and

,,,,,,

_consideration of new work practices are relegated to the work group itself.

”

P

researchers at the Tavistock fﬁgkitute in London along with coileagues at

i

the Wb;k Research Institutes in Oslo (Herbst 1962; Emery and Thorsrud 1969).
The illustration of changes in Swedish autéquile»manufacture provides

a good example of these’typés'of changes in decision-making (Gyllenhammer 1977).

While the shift from assembly lines, to work teams is one that is based

- upon technical redesignbof the organization,'it also represents substantial

micro;bolitical changes based upon the ability of groups of workers to

v

determine within reasonably broad limits the organization of their work. -

The Swedish example also shows the degree to which various work reforms may.

fit into more than one subcategory of the classification scheme. In partic-

ular, the "political" types of reforms almost invariably have technical
implications, although the obposite_is not necessarily ‘true. Many ﬁechnical

changes in jobs can be carried out without affecting the pattern of decision-

-

making. =

@ - - -

In addition to the apprgaches that ingrease the direct participation

‘

of workers,in the decisions that affect: their work ‘activities, there are

14 "

" other forms of participativé management. -Perhaps the qost_imﬁbrtant of these

is the use of worker cpuncils’or committees that are elected by workers or

apﬁointéd by workers and managers t6 resolve jointly with the management

some of the major policy issues regarding the work setting (Jgnkipé 1974a:
68-72). To a large degreé?Ehis is the de facto'appfo&éh used in British

work practices. While this process has-evolved in the British case as part

of the normal industrial relations practice, the use of worker councils as

2.
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- a participative methanism by managément 1sjbejng cénsidered‘iﬁcreasingly

work enterprise as a whole, rather than just within their own work units.

- do with employee participation in manageﬁent.

~65- .
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. .

in enterprises in the'United.States andﬁWéé?e:n Europe. As we will note in

the next section, the workers™ council also fepréSehts the basic .building .

}

-

block of the Yugoslavian macro;politiéal'ﬁbdél., . ‘. _ -

Macro-Political changes include those modifications that are designed

to glive workers a greater measure of control of and_participation in the

’

While the micro-political changes include 6niy"internal modifications in the

distribution of decigion—making rolés, méérquolitical alterations encompass -

» N
L Lo - .

. - - : 2 X &
changes in the governance and direction of the total work organization

itself. In principle such reforms can increase the'pérticipation of workers

.

in virtually all the policies of the firm from internal work practices to:

the selection and marketing of products, determination of prices and invest-

ment.pblicies, and allocation of profits. or surpluses. At, least these are

- -

the possibilities represented by such changes in governance.

The specific form of any macrb-pblitfcal reform is cruéial in deter-

- mining the nature of the results. This is especiall& evident in the case of

v

: e T~ .
employee ownership. -In some ways this would seem to be the most far-reaching .

- . r

" of the macro-political chdnges, in that employeewodnership should vest i

the” employees the rights to govern their own work organization and the nature

of the work situation. But, in fact, employee ownership may have little to‘_ o

There are at least two general forms of employee ownership, the first

being management-initiated and the second. being workér—initiatéd.' Mgnagement—

’

inftidted types-of employee ownership usuélly’consiSt'of a program.in which ”
part of the remuﬁeration of employees is offered in the foﬁﬁ,éﬁ‘stbcks or

¢
»

"‘options to purchase stock on the basis of seniority,. salary, or position.

R N .
.
~ . » N -
. . - v
o . . . .
.
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In other cases, the employees acting as a group purchase the firm by obtain-

ing a loan that is repaid out of profits( Perhaps the.best knovn plan for

)“' .
making such-a transfer in the U.S. is that of the Employee Stock Ownership

'Plan or ESOP which will be discussed in greater detail in.a subsequent section.17

Typically, management will choose the first of these plans as a means
of supplementing wage and salary benefits while building a‘mechanism to

increase employee motivation"and prodthivity . The second of these is

-~

'ugually adopted primarily as a means- for increasiﬂg the ameunt of capital in

. the firm which is-an intrinsic attribut®®of the E§6P approacﬁw Accordingly, , .
it is not surprising that management-initiated plans to increase employee

ownership do not construct a mechanism for the employees to participate in

R ’
N a

the management of the firm. Indeed, it is probably safe to say that in’a
" majority of‘these cases the employees seem to be content to leave these

~ decisions to traditional managerial hierarchies with the tacit view that
professional expertise is necessary to obtain maximum growth and returns to
° I : - - 1
their stock ownership. o0 A .

3

In contrast, employee-initiated ownership plans almost invariably

2

result in direct or representative participation in govern1ng the work enter—

grise. The most typical approach is that of the producers cooperative in~ *

which the members both own and manage the organization.. $uch organizations

can be created initially in a cooperat1ve form where the members or employees
/ . T i
are require& to invest in_ the enterprise, or they can derive from the conver-
& <8 A
sion of conventional firms to the producer cooperative modée (P..Bernstein

-

nl

1974; Carnoy and* Levin l976A) In these cases, the workers exercise control

of both the internal organizatlon of WOrk.as well as-levelé of remuneration,

~ A -
-

- product plannlng and development marketlng, priclng, and other functions.

-

In capitalist soc1et1es, the producer cooperatlve represents the most complete
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form of macro-political reform vis-a-vis the traditiomal capitalist
relationship.
A second macro-political reform is the inclusion of worker repreéenta—

tion on corporate boards. This forﬁ of macré—political change is especially

“important in Western Europe. For example, in the Federal Republic of Germany,

a policy of co-determination or Mitbestimmung has been adopted that requires

from one—thifd to one~half of the places on the governing boards of firms to

Chap.'8).‘ fhis approach would be
- i ! r o -o;r

3 (‘7 N -
of directors in'the

be delegated to workers (D. Jenkins, 1974a:
somewhat equivaient to requiring that corporate boards
United States have significant proportions of worker representatives. The

EN

Commission of the European Economic Commdnity or Common ﬁarket has élso .

- indicated a movement in this direction with the recommendation of a statute

in June 1976 that would require co-determination and workers' councils for
companies operative in two or more members countries. (Doc. COM (76) 253

final, June 3, 1976.) In addition, a British Commission on Industrial

v

Democracy has :ecomﬁendéd recently that the governing boards of all British
firms employing more than 2000 pefsons be required to include elected worker
representatives (Department of Trade 1977)1 While worker fepresentation on

the Board of Directors is clearly on the upswing in Western Eurepe, it is

‘not clear that the co-determination approach has had much of an impact on

the nature*of work and work organization, and the policy is exceedingly

s 1 . 1
controversial with respect to its impact. 8

N

A third form of macro—politicéi‘work reform is that of worker self-

management under conditions where the enterprise is not owned directly by

.the employees. This particular situation is relevant especially to the

. Y [N : .
public sector, where the focus of the approach is on the direct power of

¢
o .

workers to govern their own work organizations. This mode of control can
. } . N .

o4 <
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take many forms, but the Yugoslavian version is the most highly developed.

ro,
The Yugoslavian model is based upon workers' councils that make the major

policy decisions for fhe firms. Among §ma11 enterprises (less than thirty &
employee;), all of the %o:kers are:membefs of such councils; and among

larger entérpfises, tﬁe councils are elected by the workforcei The counc;1

" holds all formal power, and it makes decisions reéarding hiring and firing,

salaries, investment, and other operatioms ofMthé firm.l9

ﬁniike some of the
forms of worker participation that were referred to in the mic;o—po;itical
cateéory yhere workers and work ;odncils are accountab;e to hanagement,
under the Yugoslaviah arrangemenﬁ the management isg accouﬁtablé to the wquérs;
Such managers are appointed by the elected representatives of the central
board of management. Tﬁe personal income of the workers is dependent both
uponlthe overall success of the enterprise as well as tﬁe contriﬁution of
the individual ‘towards Ehat’success, alfhough a minimum incame is guaranteed
to the individual independent of these criterié, *
Various versions of worker selmeanagemeﬁt are also found in China,
Cuba, and Israel. In both China and Cuba there is e@phasis on direct partic-
ipation in management and opéfations, rather than participation through
reéresentation. Ail members of the work‘en%erprise-are expegﬁed to play
active roles in contributing to the fo;;atién of the work précéss.
(C. Bettelheim 1975 and A. MacEwan i975.) The Israéli kibbutz or collective
is another wéll—known example of macro-political worker control, where all
decisions about production and the distfibufion aﬁd‘use of'productng sur-
pluses are made by the membership. The traditional work hierarchy is elim-
inaged in favor ofma democratic mechanism for making collective decision;

regarding both production and consumption. (D. Jenkins 1974a: Chap. 6;

K. S. Fine 1973.)

72;;
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A final category of macro-political reform is that of nationalization
of industry. This change refers to the transfer of a firm o; indﬁstry from
the private fo the public sector. Such a transfer has obvious implications
in terms of an alteration in the governance of the work organization. The |

. : \
exact forms of change will depend crucially upon the nature of the transfer.

VY

and the political context in'which nationalization takes place. At the

one extreme, a traditional cofporéte management might be replaced by a trad
itional government burEauéracy, with no significant modifiéations in the

organizatiqn;of work.; Indeed, it has been argued that from the viewpoint

oy A S A,«x; s e I
AR

of the workers, natiohalizationlcén réducé the possibilitiesffor change'
rather than increase them. Certéinly, this has been one of the major crit-
iéisms éf the state socialist sqciéties of the Eastern Bloc. 6n the other
side, it is possible to comstruct a scheme ofvnationalization that integrates
worker participation in the decision-making apparatus sgch as that of
Yuéoslaﬁia; Again, thé éxact form and implications for modification of the
workplace will depend crucially on bogh‘the national and historical context.

In general, macro-political organizational reforms represent the most
far—reaching possibilities for changing the nature of work organizations to
increase thenparticipation of workers in affecting the nature of their jobs .
and their work relatibnships. That is, with major changes in the overall
governance; corresponding modifications can take place in internal governance
and in the technical arrangements of work organization. Of coursL, as noted,
this hiera;chical approach to describing work reforms from micro-technical
ones to macro—political chénges tends to subsume the former categories under-
each successive classification;halthough thgre may bé exceptions to this

generalization. For example, employee ownership may change nomne of the_

characteristics of the work organization beyond who receives the dividends,

v

fy
¥
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and profit-sharing plans or co-determination may also hdve no effect on the

,

nature of work.

'

WHICH REFORMS ARE MOST LIKELY?

* The classification scheﬁe that we have presented gives some indication
‘'of the variety of bossible work reforms that might be considered as altefna—
tives to the presqng organiéatioﬁ‘of work. ﬁowever; ;his.does not meanlﬁhat
they aré all eéually 1ike1§ to be adopted in‘thé future; First, it should |
be borne in mind that eacb_form of wdrk,o£ganizaﬁion arose under a concrete
set of historical conditions and within 4 specific cultural, political, aﬁd
écoﬁomic context. The conditions that will support any particular.approach
will not neqessarily be'p;esént as ;;forms are considered. For example,
it is probable that the Yugoslavian method of work organization in its )
existing\form is oniyvpossible within a national system of decentralized
socialism. 4Thus; ;hé classification represents é theoretical set of alte;—

i .

natives, but the actual alternatives must necessarily*bé,constrained by

v

‘the particuraf context.

| A second pqint that is worth mentioring is that the attempt to change
a basic social institution like the workplace or school is replete with
trial and error and struggles among groups ‘with different interests; This
means that such reforms might follow a pattern that is rather unstable in
the short run with failurég apd-new reforms attempted until a longer run
stability is achieved. For example, enterprises may attempt to provide
technical reforms without increasing worker participation, only to find that
these types of changes do not alleviate the problems towards which they were
addressed. TIm-that case, thé next step might be an attempt at a micro-

.

- political change in work organization. Alternatively, a micro-political

¢
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reform might be attempted that creates new problems in the work organiza-

tion such as the rising dissatisfaction of middle managers who get "squeezéd"

. ' \
between worker decisions and executive decisions. In that case, the firm
! ,

may decide to seek a differeﬁt participativ;/approach that avoids this
ﬁroblem or to step away from micré-éolitical reforms.

That the process of change is not a linear and smooth one is ‘evident
from our &ialectical approacﬁ. Hovever, in thé shoft run the types of
changes that Will be tried and the struggles that wil; ensue will deﬁend
ﬁpon a nﬁmber'of factOrs; These inélude the‘matter of who takes the initia-
tive: management, workers, trade unions, or govefnment.. For exaﬁple, it is
1ike1y that managemént will take an incremental approach to change, begin—
ning with‘?he change that will encroach least upon managefial prérogatives;
while workers will attémpt to obtain those chéhges that maximize éuch
encrpachments (A. Gorz 1968). But; the important point is that the follow-
ing énalysis is not desigped to predict the precise naturé and direc%ion g?-
these short run conflicts as much as it is to predict the types of changes
ghat are consistent with a longer run strucfural solution of the éonflicts.
0f course, as we will emphasize at the end of this section, even ghe longer
run equilibrium wiil eventually degompose.under the dynamiés of the dialect-
ic, as long as the internal contradictions of capitalism persist. In that
sense, today's solution will become tomorrow's "probiem."

Thus, we must ask the question of what types of changes will contribute
to mediating the contradiction of the workplace so that production proceeds
smoothly and profitability is maintained. A useful way of answering this
question might be to review the criteria of a good job set out by workers

and potential workers and to contrast these with the requirements of firms.

Following this it is possible to review the role of trade unions and
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. government as intermediaries of change. Finaily, we will note the most

t

1ike1y'long run changes consistent with'this analysis, and we will discuss

in greater depth a few of the possibilities.

-

Workers' Criteria « , ' ;

Yankelovich (1974) found that among young people there were few
differences in the criteria that they viewed were important éspects of a
good job, whether the respondents were blue collar, white cqllé:, or college-

trained professionals (p. 104). Table 2 shows those top job criteria

‘reported by a‘majority of all young working people.

Table 2

Important Job Criteria Indicated by Majority of Young Workers*

(1) Frieﬁdly, helpful co-workers (70 percent);
(2) Work that is interésting (70 perceﬁt).
(3) Opﬁortunity to use your mind (65 percent).

.o (4) ﬁork fesults'you caﬁ seé (62 percént’t
(5) Pay that is good (61, percent). |
(6) Opportunity to develop skills/abilitiéél(Gl percent).
(7) Participation i;‘decisidns'regarding job (58 percent).
(8) Getting help ﬁeeded to‘do the_joﬁ well (55‘percent)..
(9)~ Respect for organization you work ggr (55 pefgﬁfgy.

(10) Recognition for a job well domne (54—percént).’

*Source: D. Yankelovich 1974: 104.




q ! P , '
) * [ : X N |
[ I Yy ' +
'y
a1 IS
. .
7

These criteria are remarkably similar to those'set out by industrial

‘ '
psychologists and other specialists who have attempted to consider the most
importanﬁ dimensions %or impfoviﬁg the qﬁality of working 1ifeé0 Further
empirical support is provided by a st;dy of over 1500 American workers at
éll occupational levels who were asked to gank in importance some 25 aspects
of work. The top eight categories were: (1) interesting work, (2) enougﬁ
help and equipment to-'get the jéb done, (3) e&gﬁgh infofﬁgtiQn to get the
job done, (4) enough auﬁhority to get the job done, (5) gdgd pay,
(6) opportunity to develop special abilities, (7) job sécurity, and (8) sgé—
ing the results of onme's work (U.S. Dept. of H.E.W. 1973: 13).  The overall
conclusion seems to be that While issues of pay and mobility are still

igportant, workers in general and young workers in particular are seeking

" ..to become masters of théir immediate environments and to feel that their

work and -they themselves are important -- the twin ingredients of self-
esteem'" (Ibid.). ' - .

-~

The reforms that are suggested by these criteria are a greater emphasis
on virtually all of the categories of workplace reform, but with a
speciE;: focus on the micro~ and macro-political réfbrms that wiil increase
thehdegree of participation and cooperative decision-making that will
accomplish many 6f the goals in Table 2. In the U.S. context, a specific
reform that would seem central is that of thé autonomous work group with
iés emphasis oﬁ participation, coope;ation with fellow workers, responsib-
ility for a relatively large shate of the work process and product, and
flexibility from one wérk situation'to.another. Optimally, workérs would
wish to héve the control implied by some oé Qhe m;cro—political reforms, but
it-is important to consider additional cohstraints on the gxgntual deter-
mination -of which types of‘reforms will be adopted.

ERIC. ¥ 7
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Management Criteria

Iq)mogt situations it will not be the workers who initiate ‘
WOFk reforms, sinﬁe.it is thevowners of capital .and their managerial repre-
sentatives who have the principal legal righﬁs to detérmine the organizagion
of ﬁo;k in private enterp;ises aﬁd public administrators who have these
pférdgatives in gowvernment agencies. This megns'that any changes will not
: only'have go*improvéﬂihe situation of Qorkers, but theylwill also have to
be consistént with the criﬁeria of public or private'énterprises for
;nitiating modifications of the wo;kp;ace. Accotgingly, it is necessary
to set out criteria for modifying the work organization from the view of
owners and managers. To return to the original dilemma from their per-
spective,,therevappear to be increasing difficulties in integrating the
"new" worke;-in:o the producfioq structure with increasing threats to
.producéivity. Accordingly, the first criterion from the perspective of
such organizations is to maintain or to increase p%%ductivity. This means
~that any modification must show promise of ipcreasing labor g¥oductivity
including such aspects as innovative behavior; initiation of new techniques
tﬁat increase productivity; adaptability to changing work procedures;
reduction of turnover, absenteeism, 1ateness: theft, sabotage, ‘work stoppages,
and closer identification with the work organization'ks. Seashore 1975,
p. 110).

. While the prospect of increased productivity (or stemming a decline in

. . R B
productivity) is a necessary condition for the adoption of a particular change

’

in the organization of work, it is not a sufficient condition. Productivity
is only of interest to a capitalist enterprise if it affects its profitéb—
ility. Accordingly, such improvements in productivity must also be

captured im the form of increased profits. This is the second criterion
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that will govern the choice of workplace modification.. Some changes will

. . RS

require immediate negotiations with workers and their trade unions Qho will

want increased benefits because of the obvious increases in ﬁroduqtivity.

Othef improvements in prodyctivity will be more subtle, and the firm may

be able to exp;opriéte all or a iarge share of ﬁhe increased product into . -
increased frofits. Thus, while the direct impact of 'a modification of wérk_

organization on productivity is‘a necessary cri;erfbﬁ for changgf the

indirect‘effectwon profits represents the ultimate Critéfion.%l S . ,/)’

The final management criterion that will guide t@qﬁgearch g%f strat-
egies for ehaﬁging_thé‘oqganizafioﬁ of work to improve'produc#ivityjand
profitability is that of control. The control of basic decisions about the
use of propertyior capital in produqéion is ves;ed in the owners of that

property as reflected in law. For obvious reasons, Ehe history of work

org zation has been the development of a vériety of managerial devices

that tend to consolidate. the control of ‘the work organization and its work-

force'at’the top of the organization.22 While the technical ‘changes in the

“«

organization(yf work do not necessarily require an erosion of this control,

many of the political changeéldo encroach on the traditional prerogatives

A

of management. Others yet may even make some of the middle levels of man-
" agemeny fedundant as workers make decisions that were usually relegated to
those middle e_chelons.23 The need of management to maintain control of the

work organizatiofi‘may even conflict with alternatives that would provide a .

@

higherllevel of productivity, and this may be one of the.reasons for past
reluctance to adopt alternative organizational modes.24

In summary, there are three criteria that management will use in ~

o

viewing proépective changes in the oréanization of -work: productivity,

e -

profitability; and confroi. Obviously, the three are closely related in -
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that higher labor prodﬁétivity is 'a general requirement for increasing

- -

profitability, and control of the organization is a necessary ingredient

for setting out specific reforms for convefting increased productivity into,

profits. Thus, those solutions which are most likely to meet these criteria

will be more acceptable from the view of management, and it is obvious that

there will not be a complete pveriap between the preferences of workers and

- *

those of management. A

o Trade:Uﬁion Criferia

Before examining the specific types of reforms that are, consistent

with worker and management preferences, it lis importantto examine briefly

-

the role of the trade unions and the state.

i -

The trade unions have represented. oyganized labor in the collective
{

bargaining situation. To a large degree the trade unions have reflected a

corporate entity that has accepted to a major extent the overall_cépitalist

.

ﬁork relationship while bargaining in behalf of the workers on such issues
as salaries and wageé, hours of work, emplgxgsgt security, and safety
conditions. There 'are at least two reasons that it is unlikely that the
trade unions in thelU.ST will take the lead in altering the organization
of work: ’ R - ‘ \

The first is that the trade unions themselves have tended to lack an

interest in highly decentralized and democratic (in the participative

democracy sense) solutions to the problems'of work organization. The unions

tend to be structured as large countervailing powers to the monopoly powers
of the big corporations with the emphasis on the same types of strong,
centralized bargaining stiategies. To a large extent the focus on different

situations in the workplace and their diverse solutions is viewed as
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diverting énergies from the larger struggle with capitalist employers as
well as ;Hreatening-wqgker solidarity by emphasizing local differences in \

worker needs. Accordingly, tHe emphasis on large, centralized trade unions

.

rather than smaller ones dominated by "grass-roots" control tends to pre-
g

w «

clude a strong orientation towards initiating changes in the workplace
‘(Aronowitz 1973: Chapter 4). ’ . ‘ -

The'second,reagoﬁ‘éhat trade unions are not likely to take the lead

‘in these types of changes is that'historically‘the alteration of the work-

place has almost always represented an effort to reduce labor costs or

increase productivity with concomitant threats to employment security.

Typically, attempts tb alter-fhe‘yérkplace have consisted of the rgpladémgnt
'of men by. machines and the further subdivision of labor. Given this histér-
‘ical ﬁattern,’it is not surprising that the unions ére suspicious, of changes
in work roles and that the trade.unions represent a ratﬁég conservative
eléméﬁt in. this domain;[.Some evfience of the degree to which this attitude

; is held is reflected in the fact that some three-fourths of both union and

management officials who were surveyed in 1974 agreed that: "Unions are .
suspicious of job enrichment; but they will support.it‘onqe they are

confident it isn't a productivity gimmick" (Katzell, Yankelovich, et al.

e » . o 4

1975:95).

v

For these and other reasons, Aronowitz (1973) concludes that:

The most notable feature of the present situation is that the
unions are no longer in a position of leadership in workers'
struggles; they are running desperately to catch up to their
- own membership (2153). . , -

In addition, it should be pointed out that only about one-quarter of the’
labor force Pelong to unions. Accordingly, though uniods will clearly be

*

concerned about changes in the nature of work, they are not likely to be
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the prime initiators inlqut instances. ‘Indégd, over the short run Ehey "

“ .. .  ‘aré more likely to be a rather conservative force especially in those

industries where they have a étrong bargaining position: But, over the long

run they may have to yield to other forces such as grass-root pressures for

Hl il

change (Aronowitz 1973; R. Hyman 1973).

-

State Criteria

7 - - 3 .
- - The role qf the capitalist state is“somewhat more difficult to charac-

terize with respect‘tb Ehangés in the organization of work. On the one hand,

the State must protect the rights Jf’private.property,'which would restrict its

role in altering the degreé to which capitalist owners and managers determine

;o
’

Haw‘their capital will be used.: On the other:hand, the state has ‘shown a
1ong:history in mediating the. céntrédictiqns of capitalism thfougﬁ the éoc—j
‘ ‘iaiizatioﬁ of workers and the sponsoring of 1a§svwhich gbvern‘the capita;-
labor relation, phenomena that have begh reviewed elsewhere.25 Thus,
we would expect the Sgateﬂto intervene only in shose éases where fhe manifeé-
tations of the.cépital-labor contradiction are so seve;e'thét there is a serious
challenge to the capitalist system ifself. Such attempts will be oriented
towards making capitalism survive ana more efficient.26
While there is 1itF1e recent evidence of direcﬁ state intervention in |
the work relatioﬂ in the United States, there is a stroﬂg preéence in
Western ﬁurope. In particular, the attempt té obtain widespread wbrker,
participation on the boards of firms at both the level of individual
- countfies such ag West” Germany, Britain, and Holland and in the Common

Market itself reflects an attempt to structure the mediation of the conflict

in a particular direction, away from the demands of the leftist labor move-

ments for nationalization of industry and worker self-management. Thus,’
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" strong employment security through protection from arbitrary dismissal,

mation in larger companiés fo? purpdses of negotiations, and most recently

- one of the most complete examples of involvement in the work enviromment _ |

of its- economic 1nstitu{10ns.‘ While other Scand1navian

R CPEE A

e . B
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the emphasis on “co‘determination" reflects what Gorz (1968) has. called a

~

réformist~reform'nhich would defuse the cdnflict by accepting the existing

’

structure of capitalism-whileﬂaltering the composition-of representatives
on the boards. (See A Gorz, 1968 78.).. Thus, it is no surprise to find °

that a report that was prepared for the Bullock Committee of Inquiry

~

(Department of Trade, 1977) on Industrial Democracy in the United Kingdom.

- N

that had examined the European experience with co-determination ‘has con~ .

cluded: "worker directOrs _have generally had 1itt1e effect on anything,

and secondly and consequently they have certainly had no catastrophic

effeet on anything or anyone."27 ' o - -
- . ) 7 '
Sweden represents an impoftant exception to this generalization where
there has been a long History of legislation supporting workers and trade

unions (Bernt Schiller.1977).° ParticularIy with.the reign of the Social

. . ) . , . . ’ 3
Democrats since the 1930's’ there has existed a cooperative model between e

the government, the employers'“association (SAF) - and 'the major trade unions

(LO) and (TCO) On the one side the government pushed for and achieved

. . M \

numerous wofk reforms\including extensive health and safety regulations,

- t . -\ ) ‘ ) . . ) . -
right to leave ofﬂabsence for purposes of study, access to accounting infor-

the rights of the wOrhers to.determine employment pﬁlicies'and the organiza- .-

tion and distribution ofv-work.28 On. the other-side, the government has insuted

the profitability of firms through relocation and training subsidies as well.

: ' . 2 . .- .
as a very active labor market policy. 9 Thus, the Swedish approach represents

- ‘}F“M»PLF%

w1th the goa1 of avoiding conflict gha; might disrubt the normal function1ng

oy

untries, have



.intefvening iﬂ thesqrganization of work. To the degree that‘éuch interven-

Western Europe seem to represent an interesting example of this phenomenon.
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adopted some of ,these measures, none has gone.as far.as Sweden (Schiller

. e e .

1971, M . S .
. ) ' ."\ N < s L
- In summary, the capitalist state will tend to defend the rights of
capitgl as privake propertx'and will not‘intef;ene in the organization of

Y

. work except under cbnditions of rising and potentially disruptive class

»

conflict.* In that.Case it will attempt to mediate the conflict by first

. - . . \
pursuing established-areas of state interyention such as education and train- .

v
'\

ipg~p$;;erns, public éasistance, or expanding public employment'rather than

‘-

tion becomes necessary it .is likely to take the form of creating reforms °

thaq &ill'tend to reduce the .overt conflict while haintaining the basic T T,
structures of capitalist contrel. Thus, the state performs 'a crucial role

in averting the pressures by leftist groups to adopt more radical alterna-
tives. The moveﬁents toward' government support of co-determination in

IP contrast,'the lack of overt class conflict in the United States for most

. ’

of the past has obviated such government action in contrast with the'Europeaﬁ -

-
. . . ~

case. 0 Howéver, there‘is increasing evidence ef both rising conflict as well

31

- as government concern and the possibility of future intervention. .

STRATEGIES AND SPECIFIC REFORMS

Ihrthe.previous section we suggested that different constituencies

" have different criteria in consideripg.the adqption of work reforms. Worlk-

.ers will tend to emphasize those changes which .increase their participation,

autonomy, intrinsic interest in the job, and supportive relations with co-

s [ T .

workets “as™ wélI"as guch E%adigional benefits as increaseg\pecuniéry rewards

and fringe benefits. Managers will tend:to seek those changes which increase
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productivity and profitability without.a loss in control. Trade unions and
the state will be much more conserv;tive thén eifher of the previous groups
in seeking changes from ﬁhe‘status ggg; each initiating changes oﬁly under
very stressful conditions. Given these.sets of priorities, it is possible

to consider the strategies of the major constituencies with respect to reforms.

Management-Initiated Reforms .

a

By virtue of its 1egél rights aﬁd dominance in the ownership of | -
capital, management will be the»prime initiator of changes in work for the
foreseeabie future. This means that the majority of attempts to change wdrk
will follow the. patterns set out by the needs of managers. The possible
categories of reforms for management are those which increase productivity
and- profitability without an erosigh of managerial prerogatives with respect
to decisidn—making. On this basis, it is easy to rule ;ut management- o .
_initia;édwchanges that would encompass macro—pglitiéal reforms, since these
would tend to'real;ocate power from ﬁanagers and exisfing,cépitalist owners

*

to workers or other groups. Thus, such forms of change as the movement -to

.

producer cooperatives, nationalization, or complete‘worker_control of the
quoélavian variety will not be candidates for ménagerially-initiated
changes in work. "

At the opposite end of the taxonomf, many Of the micrq- and macro-
technical changes in the workplace will seem very attracqivé to management, .
if they'axe successful in incre;sing productivity an& profitgbility. By .

definition, none of these types of reforms require management to relinquish

control over their managerial prerogatives. However, there are a number of

B e e T T . S CUR U Y VO it (U —
reasons for believing that these types of changes in themsélves will ot be ~
-~ - : ’ : |

P .
.

gdequate to increase pfoduétivity over the long run unless they are ' .

.
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- pation in the decisions thét.affébf&tﬁé.;o;kdgifhéfiahgs

_g2-

1

aqcompaniéd by micro- or macro-political glterationms.-

Firét, mény of these changes.are,cosmet§L in nafgre without underlying
alterations in the structure.of work and decision-making.” For example,
q‘j.mpro;lenier;ts,in management-wdfker communications and human relations, in

themselves, do not avoid the inevitable p;SBiems associated with uninteresting

and routinized Work with little, or no worker influence over working condi-

tiohs and low possibilities of advancement. Opening up lines of communication
can only be suécessful in increasing productivity over the long.run if there

are adequate responses to the concerns that aré expressed .by workers. Yet,

1

many of these concerns refledﬁ problems intrinsic to the existing organiza-
tion of the, workplace and production, and even a sympathetic and humane

supervisor or manager will be unable to altér them without a structural

'

mandate for change.

Second, the frustrations of the young and overly-educated worker are

due in large measure to the lack of'autonomy and low skill requirements of
the jobs that will be available. In the past, it was possible to harness

the hope of future advancement to supervisory positions as an incentive for

¢
.

wdrking hard at lower-level positiohs. 32 But, social mobility éoth within
and among firms is certain to decline over time as a period of sloﬁer
economic growth results in lower rates wof expansion at the maﬁagerial level.
This means that the promise for obtaining promotion to ; more autonomous

;id higher status position in the future by sﬁowing good and~stab1e job per-
formance attéllowerllevel willuno 1onger_serve.as powerful an incentive as

it did in the past. The implication is that at the lower levels of the firm,

productivity will be maintained

N — s >

by placing an increasing emphasis on partici-

— B e e o - o

Accordingly, the most likely change appears to be towards such

@ ~
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micro-political reforms as autonomous work groups and,representative works
councils. The record for improving productivity through these forms of

participation is rathersubstantial.s4 Further, the pressure by‘workérs for

-upward mobility is somewhat blunted by the vertical integration of tasks -

that would otherwise be organized hierarchically. That is, the work group

will tend to organize its own activities with respect to planning the organ-

" ization of the work, training ‘the members of the group for the various tasks;

executing these tasks,'and évaluating the performance of the éroup. Produc-
tion bottlenecks which might have occurfed"by virtue of absenqes and a iack
of coordination are reduced as workers are trained to do many tasks and as
they assist each other in the qver?ll mission of the gfoup; In some cases
this focus w%ll be on the\production of a sgb—assembly of a 1argér product,
and in other cases the mission will correspond to the.gogls bf a pattitular

‘ N .
service department such as sales, accounting, or credit.

~

Clearly, the particular shape of micro-political reforms generally

and autonomous work groups specifically will depend on the nature of the

“enterprise and its setting. That is, the formdation and functioning of such

-

groups will necessarily vary according to the type of product or service,

the internal organization for producing it, the abiiity to alter technology
L4 ' ’ .

and capital to accommodate the new forms of pérticipation and so on.
Initially, the changes will be determined by trial and error, although there
are a mounting number of successful cases and experiepces that have been
documented and analyzed that might be used as guidelines.” It is probably
reasonable to believe that some of the dimensioﬁs of these experiences will

become established comﬁbngétf‘ji/managerially—iﬁitiatéd work reforms, with

b

' 3
their projected focus on worker partlcipation.‘

wﬁ-\._._...‘\A .

'“—-v*-f‘

One of the best-known cases’ is that of "the. Pec‘Food,Division of
. ‘ .
,ﬁﬁ

8
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General Foods in. Topeka Kansas, The manufacturing unit in Illinois was
characterized in 1968 by problems of employee indifference and sabotage

that led to product waste and plant‘shutdowns?7 In considering the establish-

ment of‘a new plant in 1968, it was‘decided.to construct tHe plant in Topeka, '

-

Kansas and to redesign the work process to avoid the problems that were

faced in the Illinois plant The solution'encompassed organizing,thg seventy

employees into : six autonomOus work groups of seven,to fourteen)members'and a
team leader.

During each sh#ft a pro;égsing and packaging team operates where the
" | former group covers the tasks of unloading and storing materials until they

are needed and then drawing them from storage and processing them into pet

food. \%he packaging group is responsible for packing, warehousing, and
L shipping. ‘Assignments to specific tasks are done with team consensus, and .
| there is substanfial job-sharing and rotation, while tasks in.the old plant
were permanently assigned to specific employees. In addition, the teams
screen and select new employees, counsel'those who are notvmeeting standards
in terms of performance or attendance or some otner relevant factor, select
representatives to serve on plant-wide committees, and fulfill other
decision—making‘functions. ’

The results have been rather dramatic from the view of both .the workers
and from the view of productivity and‘profits, A reduction in plant costs
attributable to 92 percent fewer quality-rejects and an absentee rate con-
.siderably below the industry norm:have generated an annual saving of 4 \
$600 OGq " (R. Walton 1976: 238 ) While from the perspective of the existing %
employees and management, the plant is an overwhelming success, it should be
point&d out that from ‘the perSpective of the trade union movement it tends

to reinforce suspicions abont»innovation First“-theﬁropeka plant‘is a-- s =

'As[__““_“_«c,._ﬁ.a_.‘.

53
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\nonJunionized plant that replaced'a unionized one, and, second, the plant
is able to produce with 70 workers what was estimated to require 110 workers
according to industrial engineers, an important source of the cost savings.
(R. Walton 1976: 238.)

While the conflict between structural changes in the organization of

work and employment security are inherent as we will note below, .this does
x : ' : : L '
not mean that such changes cannot be made in conjunction with trade unions

and with employment security safeguarded to some extent. However, obviously
this will not be an important criterion for management in its quest to

improve productivity 33& profitability, and it was emphasized that most work-

alterations Will be management-initiated. In at least one case in the U.S.
N .

the use of work teams and increased worker participation in decision-making

has been initiated cooperatively by management and union. The

management of the automobile mirror plant of Harmon International in Bolivar,

Tennessee in conjunction with the United Auto Workers agreed to such work *
N o . . ) :

reforms as increased worker decision-making over issoes of‘job‘design, tools

to be used, and the organization of work. Like other micro-political reforms,
there was no’increase in Vorker participation in such area§ as product choice,
marketing, investment; or diSp031tion of grofits While physical productivity

rose about 17 percent between l972—75, the economic recession of 1975 still had an

‘ ; 38
. impact of reducing remporarily, plant employment from about 900“workers to 600.

One- approach that has been adopted by several dozen companies is. the

Scanlon.Rlan ‘/The -basic’ elements of the plan include: (1) teamwork -with

active employee participation, (2) a formal system for channeling employee

recommenddtions for change to a production committee, and (3) a bonus system

v

which shares the results of productivity éains with the workers. According

.

*to systematicxstudies of one of the companies that adopted the Scanlon Plan, ,

e
[
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there were gsubstantial reductions in the costs of production, -rises in
quality, improvement innemployee satisfaction and the distribution of ample

bonuses. (H. 'M. F. Rush, l973:a49:9, A . o
" _ 5 . RN f‘; | . ‘
"- ' A review of the Scanlon Plan by the National Commission on Productivity

Y

;examined some 22 studies on 44 'of the firms. (National Commission on

-
-

Productivity and Work Quality.l975j.‘ pased upon theé criterion of increased

* s oo
- .

. A _ . «
‘productivity, it was concluded that apparent successes outnumber apparent-
. -

¥ c

) failures by 30 to 14. The plan seemed to be more likely to fail in larger

.o
~ - - -

Y

" firms and those with "insurmountable" economic difficulties.

A ffnal example ‘of micro-political change in the workplace is the
. . . -
Welléknown”Case of the Volvo plant 1n’Kalmar Sweden. L(P Gyllenhammar l977 )

In regponding to fhe problems of high worker absenteeism wildc%t strikes,

3

-turnover and product quality control Volvo decided to construct a new plant
for some 500-600 workers in’ Kalmar in contrast with its older automobile

'k, assembly plant with 8,000 workers in Torslanda, .near Gothenburg The plant’ .

4 -

was built around the concept of about twenty-five work groups,feach with'its own

o B . -
" area on the shop flpor and itg own rest area. Each team-attends to a'
‘ LI 4 N . ‘ N « ‘ ! . . ,“' I “

particular aspect of automobile assembly such as electrical systems, instru—

. mentation, interiors, and so on, and the organization of the team is up'to .

its own meémbers with respect to the distribution of work, degree of special- - . ..

- LN -

ization, and so on. The'teams must déliver a certain number of sub-
- assemblies each day, but the scheduling of work, rest breaks, training, and
AY ~ other aCtiyities are determined by the groups. Each team takes responsibility

for its work by conducting its own inspectidns for. quality control

x

On- the basis of an evaluation sponsored by the Swedish Productivity

. B R

Council (a jointly sponsored body of the blue-collar trade union,»LO« and

-

ﬂuaemployers federation, SAF) the findings were rather supportlve with

s - . "
> . . , N - - Ce e . v

L. s T~
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respect to worker acceptance and satisﬁaction, worker pa;:jcipation,
reductions in peréonﬁel turnover and absenteeism, and productivity. The
view is that the increased investment/with respect to the special require-
~ments of the‘plant will be ﬁore than compensated €or by the lgng run fedgction‘
in‘cbsts. Indeed, Volvo now has five new plénts that'arg\festructured along

o . N
this new model with total employment of 600 or less organized into work teams.

"

5, . In sunmary, it éppears likely that management-initiated changes in the

organization of work will stabilize on micro—pplit%cal reformé of which ,

&

. autonomous wbrk groups and work councils and extensive worker participation

will be at the core: In order to establish these modifications, it will be

necessary to alter some of the technical aspects of the work environment, '"q B
. ' P "

-but micro- -and macro-technicgl changes inthemselves are unlikely to solve

the prqductivityyproblems deriving from thg_gissatisfaction of an increas-

R ingly oyereducated and underfulfilled workfforcg. ' ¥

. Worker-Initiated Changes _ : . T
- ) é") P . .
Although worker-initiated changes in the organization of. the workplace

‘are less likely than management-initiated ones becauée of the lack of worker

ownership of capital in their own firms, therg:é}e,some circumstances under
1 ° ‘ - .

'wﬁiéh such changes aré probable._ﬂTo illustrate the relative 1acklof owner~

ship of the working‘class; it is estimated by the staff of the Joint Economic ¢
Committeéigf the Congress that the wealthiest twenty percent of U.S. families

i

Co own almost 50 percent of total personal wea%th and that tHe’Weaithiest six

- LY

. percent of the population own almost three-quarters of the corporate stock

and aImost eighty petcent of bomds. (Joint Economic Committee 1976: 7.)

e e . B
"“"\-*Nxa.w\...,.«.-\hm* e T e e e

. !
changes in their work organizations. : { o

.
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However, there are at least two sets of circumstances in which workers

-88-

might acquire the capitai that will enable them to determine the organiza-
tion of work in their enterprises. 1In the first case, workers might start
their own firms by raising the capital themselves, and in the second one,

zhéy might purchase the rirm through an Employee Stock Option>;lan (ESOP)

or other finanoial ineans.40 In these’oases, the control of the work organiza-

!

tion would be characterized by maoro—political controls by the workers of

which kheimost common would be likely to be some uariaﬁt of a producer
cooperative.

Producer;cooperatives‘are characterizéd by worker ownershipvand worker
management through direct or representative participation in all phases of
the enterprise. While there has been a long history of producer cooperatives
in the U.S. and Western Europe, they have ‘not been a very important element

4

in the total picture (D. Jones 1977 and A. Shirom/i972). ‘However, they represent

A3

a potentially important response to-both the lack of appropriate jobs and high

unemployment levels that have been proJected for the future.

-

In the first case, the producer cooperative represents a mode of

: enterprise that can be started by a group of unemployed or underemployed

N

.persons with a shared mission and at least some access to capital. That is,

such persons can create their own employment, a phenomenon that is being

. -

reflecteh increasingly in the small service-oriented cooperatiue establish- °

-

ments in most metropolitan areas. In the second case, they represent a
: .

metho& of converting firms that might otherwise close to worker ownership

through either ESOP or other plans of employee puréhase. For example, at

- . U SN w*«>~~u;&,....au_._...‘_»\,.r.
—— - b

T T Vﬁ:;jqz?fden Triumph Motorcycle Works in England, some 800 JObS were saved
through the conversion of a plant that was being closed to worker ownership

‘(Carnoy and Levin 1976a).



"refrigerator manufacturer in Spain. Total employment was over 13,000 .

'of such firms to cooperatives. The reasons for sugh government support are

‘not only the maintenance and creation of . jobs under conditions of high

-89-
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v

It is probable that governments will become'increaéingly willing'tO'
provide loans and technigal'éssistance to help workers save their jQbs

through the employee purchase of firms that are closing and the conversion

unemployment, but the fact that available evidence éuggeéts that productivity

. |

of cooperativ;s is high and the capital réquired for each job that is
created 1is 1owﬁA ’ -

For example, in the Basque region of northern Spain there is an entire

-

movement of industrial cooperatives with sales in 1974 of about $350 millionm.
(Oakeshoot 1975; Caja Laboral Popular 1975.) These firms produce)prpducts
as diverse as home appliances, selenium rectifiers, semi-conductors,

miniaturized circuits, and hydraulic presses, and they iqciude the largest

workers in 1974, &nd comparisons with nbn—éssﬁérative firms‘suggest that
with only one-fourth of the capital investment ﬁer worker they are able to

obtain an output per worker (value-added) of over eighty percent of that

I3

of comparable firms. (Caja Laboral Popular 1974.) While the U.S. has no

producer cooperative movement that is comparable in magnitude, there do
- ' ‘

exist similar'typgs of industrial organizations such as those of the
Northwest Plywood Cooperatives. (Pdul Bernstein 1976.}

In summary, the lack oflworker ownership and control suggests that

® '

worker-initiated ‘changes in the organization of work .are not as 1ik§1y to

arise as management-initiated changes: However, the possiﬁig'emploxment

geﬁgrgaﬁﬁé‘;ssgéts %f}wo;kgy—owned firms is likely to make them an incfeas—
L

ingly attractive possibility from the view of g&éﬁiﬁﬁéﬁr;*p&rﬁic&l&tly\i£‘$; -

conversion to worker ownefship can salvage’ firms in high unemployment areas

N ® -
L4
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.

that might otherwise close. Accordingly, varibus macro-political forms of

-

-work organizationm, in‘general, and the formation of producer cooperatives,

in particular, will become more important over time.

"

- A Note on the Role of the-Trade Unions

The foregoing analygis illustfates an‘iﬁpo?tant dilemma for the Eradé
uniong. If workers behave in a way‘that they‘age able to take into. their
own han&s the ability‘to‘modify their conditions of work thrpugH-the costly
' pressures of absenteeism;ﬂturnover, sabotage, ana wildcét strikes, then
management will be pressed to p%ovide changes in the workplaée that allevi;te ‘
these*problems. But, such” modifications may undermine organiééd“iabor in a
number of ways%-“First, to the degreé ﬁhat emplofed workers in any firm

seek benefits only for themselves, they may settle for solutions that harm
£ : N

worker solidarity and gains for all workers {n the long run. For exémple,

they may accept workplace "alterations that increase productivity while

a

reducing the number of future jobs.,

Second, by viewing the world as. a set of decentralized work situations, -

B

the centralized bargaining strength of the trade unions is undermined as

firms will find that it is easier to come to agreements with ‘particular
. 3
groups of workers, and groups of workers may become frustrated with the-

relatively high degree of uniformity and abstraction of centralized agreements. -

This is especially true if the autonomous work groups approach creates a
set’ of dynamicé in which groups see themselves competing against each other<

»fgg_bgpgfiﬁé and power within the firm, while the trade unions—push for W\‘

A

uniformity of begefité_and job conditions across hierarchies of workers

o

among different firms and industries.

Most of the changes that we: have referred}po will occur on a highly
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~ decentralized bgg}s, and most will incorporate a reduction of hierarchy.

In conﬁrast-with corporate and hierarchical unions wbich‘emphasize a high

&

level of céﬁkralizgd worker solidarity, the appeal of national and industry-

-wide trade unions may diminish. That is, workers and managers :may see the

relevant arena of conflict as a local one in which national or industry-wide
agreements are unappealing or irrelevdnt. To the degree that managers are
able to incieasingly exploit this situation by shifting production activities

to dreas with weak unions or no unions and undermining the formation of
- ' - ) . ) ‘
_unions through emphasis on work teams and autonomous groups, the position of

the trdde unions will become increasingly précarious. Cerﬁainly, the illus-

 tration of the pet food plant in Topeka, Kansas suggests this possibility.

Chénges'ﬁ1Work in the Longer Run

x'While the analysis that we set out in thi$ chapter,represents an emerg-
ing phase of the dialectic of the workplace, it is not meant to represent a
finél stage or-resting pl;Ce.' As long as the fundamehtal‘antagonism‘or con-

tradiction of capitalism pérsists,‘it is to be expect® that even these modi- |

»

fications will create the conditions of their own disintegration.“(S,Avineri -
1971: Chapter 6.) Thus, the question arises as to what happens in the labor

process ‘as persons work together to make decisions jointly about their werk’

/ - :
activitjes and working life? Does this lead.to a higher level of class

. -
. ' .
»

consciouspes§ that will ultimately challenge the roots of the system of
.capitalist controL itself? ,To whét degree do persons who bgcgmg acclimated

.

b I . _
to making scheduling, training, eyaluation, apd other types of decisions in

‘the workplace begin to raise questions abdut employment, the types of equipment

! o ‘ . ‘ v : . . L
apd investment, products, prices, :and other aspects of the firm? How w1}1 <

-

such changes affect the strength and role of the trade unions?

- . N \
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VI. EDUCATIONAL REFORMS,FO§>hORKPLACE DEMOCRACY

The preceding section addressed the nature of workplace alterations
" that are likely to evolve to overcome the increasing difficulties in inte- _ L
_gratiné the "new“;obeteducated worker._.Not,onl&.has the educational system

become increasingly nnsuccessfulvin preparing the &oung for existing work

opportunities, but the independent dynamic of the schools has served to
) . ' -
create a workforce that will tend to increase disruption and conflict in

the workplace. Our djalectical approdach has suggested that the nivergence
between the dfnamicsvgf the wquplace and that of the scnools will craata a-
disintegration of the ald relationships andtan emergence of a new synthesis
between the two sets of institutions. This maané that not only will there

be changes in the workplace, but there will Ee alterations in the patterns by‘

which the young will be prepared for work as well. That is, a stable pattern

of correspondence;will be reestablished through alterations of both the work-
place and the educational system, so that a new and relatively stable pattern
of mutual reinforcement will emerge. Of course, even this new pattern of

correspondénce will ultinately decay because of the underlying'antagonisms

. * v

~ ° N . . ' N
in both institutioms, only to give way tb.new forms of work.and education.

\ -

"M{Which Educational Reforms are Most‘Likély

g

¢

' The purpose of this section ia to ascertain‘the ypes of educational

teforms that will be stimulateq'by the projected ch s in the workplace
:that were set out in the previous section. it w;ll be asserted that the
Al strgtture and copgtent of changes in the workplace enablela ptediction qf

the kindé_of educational reforms tham will‘ultimately bé adopted. It is
% : : ’ t B -

important to differentiate between the immediate responsas to the probiem‘
f ' § -

and the ultimate results. The fact that a reform is attempted does not

" v

P - C el e ol
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mean that it will succeed. " The history of 'planned" change  in education
. s, : ’ : T
is replete with failure, if the measure of success is that the planned change

"

'

was implemented according to design (Carnoy and Levin 1976; Befmaﬁ.and

McLaughlin 1973). Such fajlure is especially likely when reforms are viewed

‘ ~ 4 T

as changes that are recommended ‘and implemented by outside experts according
. & : ~ ’ . s -

to a technical recipe. . '

) L) E . " . ' B . % L.

Like workplace reforms, educational reforms will bevattemﬁ%ed as

- ) . . T
respdnses to particular problems in the educational setting. Problems for
one'politicalfﬁfnstituencyJméy,not be‘prqblemé for énother, and‘change is

essentially an.attempt fo reduce conﬁlict§ among cpnﬁending groups. Through

trial and error and strategy and counter-strategy a new equilibrium is -.

[N

" reached that balances the interests of all of the contending parties in

.

' v e - oy
rough proportion to their strengths, their abilities to forge coalitions

with other groups, and their succéss at' winning over the support .of "non-
combatants" who may influence the process. It is within this context that

work-oriented reforms should be perceived. For the mere attempt by'one\

group such”as educational professionals or businessmen or educational admim-

istrators or parents to push for changes in the educational system does not

-

LR J

mean that such changes will succeed.

Educational Reforms for the Present Education-Work Crisis

-

The faot that the success of educational reforms cannot necessarily .

be predicted from the present trend of reform efforts is very much evident
p K * i

in three'existing attempts to address -the deviation of the education and -
k' ~ -

work systems.. These three reforms are-tdreer education, recurrent education;:

s

and the "back to basics" movement. « All three of these are movements that

are praducts of the seventies with its severe shortages of appropriate jobs

.

for young, Edﬁcateq persons. ‘The lack of employment opportunities for both

. <
+ . ~ -
]

- Y

¥
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high 'school and college-educated youth has created pressures on the_schodi
to reconsider and improve career preparation. The expéctations for career

sucecess through e&hﬁation have been éonffonted by the hard fact thét,good
jobs are in Vefy short supply. Paradoxically, despite the very high rates

¥

of youth unemployment and underemployment, ﬁany students, yoﬁng adults aﬁd

their familiés énd social»cbmmentétoré have piaced the blame fdr the 1éck
‘of épprépri;te employment opportunities-on thg "failure" of the edupationaL
Isystem-tqbprovide adequate skill‘and attiﬁude.development among ya;th.that“
.would.jusgify employagilfty. Let%ﬁ% }eViveeéch’of these éqrrent réforms,‘ .
" in gurn. ; e . o ) . T - . I

' Career Education

. W% - : :
'fhg most pervasive response to the difficulties of finding employment
, . , & *
the attempt to initiate 'career education.” While

 for the'young Hhas been
A}

thiS’ﬁovement is ambiguous enougﬁ to.provide a large number of - amorphous

 goals including appropriate preparatidn for the career of life itself, it
has generally taken Lhe form of a concerted effort to articulate énd'inte-

gratehmore closely tle worlds of schooling and work.41 The béhicles for doing

this includé attempts to improve careé; guidancé on the nature ahd attfiﬁutes

- »

of existing job positions; to increase thé career content of curricula; to
- interspergé periods of work‘and schooling éé'pafp of the regular educational

cycle; and to provide a moreﬁ"realistic"'understanding‘of the nature of work
and available opportunities as weil as inculcating in the young the '"dignity" -

b

" of all work. A . ' ) ) ..

- , R
> Each of these palliatives is addressed to attempting to reduce the

divergence between the school and the workplace, with the assumption that

o - r

it is the school that must make the accommodation. .Tacitly it is assumed

1
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> that the workplace will not change nor will available employment Opportun— o .
M ’ 4 s T W ' '
ities, but it is the values, attitudes, eXpectations,‘choices, and skills v ' .

N o N\

. of the young that must adapt to the deteriorating situation\of disJuncture

. between the world of schpoling and ‘the world of work. Through better “ ;

. . 2 >

- counseling ‘and career guidance, the students will léarn ‘more about:themselves .

-

and their-potential opportunities.‘ Curricula\>§ll-be modified te make,them

e

" \more apprzopriate’ to existing jobs,. so that students are bette*wprepared for
the types of employment that they are likely to f1nd S N .u_ : -
Further, students. would be prOVided.Mlth opportunities to bec0me more
v LI 9.

g . familiar with the workplaoe at an earlier age by providing'opportunlties '

B to combine schooling with work In some cases the student would alternate
@ . a !

between study. and work as part of a daily,.weekI;, or other periodic pattern.'

.~ 1
s \ v ,

o

In other cases, students would be provided with exposure o various types'

.

of jobs and workplaces through f1eld trips, rEadi %s, films, apd other
~ )

classroom activities. Workﬁstudy programs Have existed for a considergble
. ’ .t * [ - ) \

\ \

time for students in vocational areas at the ‘secondary level and for those *
. . ' ’ ' 1 ' N

~ ) . o - .’ -
attending such U.S. colleges as Antioch, Northeastern University, and other

! v

colleges that have sponsored cooperative educational,programs.' (A. Knowles )
m Yoy l972.) H0wever,‘it is~proposed that sucly offerings be expanded to include -
!'::.»,;32. v’ 4 T :
- virtually all youngsters at the secondary level to éase thelr transition

-'from school to work. '(J. Coleman et al., }974. Natdonal Manpower

- , - ’ ‘ T ) - : Lo -
Institute 1977.) A o - :
. . ' : - ~ : .
Finally, whi¥e some curriculum chAnge'would provide mqre vocational _‘ o . |
o S - et '
1 g _ . — ) ‘ : .
o ‘ R ( ,
types of courses such as typing and accounting for students who were'pursuing

.
*

liberal studies, there is also a more pervasive aspect of career education -

that would attempt to ;eestablish the work ethic @nd the values that even ~

PR "
the lowest status jobéhas dignity. .How this would be accomplished is never

-




o

. . . .
madé clear, But the literature on career education encourages the formation

of these values via the schooling process.,
. ~--, ' . " : ’ ) )
. But, there is little or no evidence that -career education is making

. !

young,persons more realistic or accepting of the avairlable career opportun—-

ities or ‘that they will be more productive in those opportunitiss; It is
:interesting to note the evidence in.Tahle 1 that a national sample of high
school;graduates in l972'were not‘found to be more "realistic"ﬁabout careers
36 reilected by :their career aspirationms, even‘after being out of high -
school ior two.years and a najority having participated in thevworkplacej
The‘phint is that the expectations for social and occupatidnal mobilityl

-
L]

through. te educational-system is a major reason that students obtain as

- much schooling as they do, .and it seemq;ironical that the educational system

should now be proposed as a'vehicle‘forjreducing the expectationS»ofathe

-
-

young for high Job status and'pay, and good working conditions.' In fact,

- . R v

the career education approach must inevitably faiL-as long as there are not

accommodations *Yn' the workplace that provide other incentives for students

- N . / s

'

to modify their expectations and behavior.

L}

The important point is that knowledge of available jobs does not alter

- - -

the somber fact* that good jobs will Be in short supply for the foreseeable

N

fug&?e and that most young people will be disappointed with their work status.

Nor does an exposure to available jobs create the impression that work is

creative, u®eful and characterized by dignityu In fact, an earlier famil-
- .
iarity with the world of work and its highly routinized tasks, endless

repetition, and supervisory control may have the effect of doing Just the

WA N

v -

opposite of what was intEnded~42 To the degree that the schoals and other. i

~
I

influences provide an image of the workplace as providing self-fulfillment,

opportunities for advancement, and constructive activity, these romantiae “

~ . .
t 4
)
.
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notions mgy be dashed at an earlier age than at present to be replacéd'by LT
L

cynicism and hopelessness with all of its destructive consequences. : :

- -

y

\- ! -

Recurrent Education - - ‘ ’

. While recurrent education’seems to be more a theoretical approach than .

.

one that is evident in practice, it too is a work-oriented reform that is )

¢
v -

Hbeing advocated ~ Recurrent education refers touthe attempt to increase the

. -~

distribution of learning, opportunities over the entire 1ifespan rather than

~
to concentrate them at the beginning of the 1ife—cycle. In contrast to the'

present approach that requires substantial formal,education and train1ng

prior to the initiation of,a career, récurrent approaches would make-it

possible to spread out one's educatibnal experiences QCcording to emerging

needs at different times of one's working life (S..Mushkin 1974)_T

Interestingly, the support for recurrent education'tends to be contra-
: * ' : o N : -

‘dictory when one compares the implicitly divergent motivks of educational

institutions and social poliCmeakers. One important effect of recurrent

.

‘education would be to reduce the demand for the traditional,educational -

“ -
s . . -

credentials as persons would redistribute their educational experiences

over their‘lifetimes and would substitute more training'experiences for I

traditional college study By increasing the opportunities fot later study,

“it is expected that the presently h1gh social demand for college credentials T
by young péople,would drop, alleviating'pressure on'job»markesf by college—
. , , N ] < |

educated persons. Instead, such persons woulﬁkseek jobs at lower levels

and .would undertake training and further education later in response to

personal and_job needs. Clearly, this would tend to reduce some of the -

7 * "
consequénces of. "overeducation." .

>

But one of- &he reasons that the education industry is so supportive

Ll




, ~98-

-

[
> N 1

~of the recurrent education concept is becausg it sees the hope of capturing .
a new clientele at a time when enrollments are threatened by a declining

\

population of young pérsons of tlie traditional college ages. ‘Obviously,

there is some conflict here, sincé one effect ,of recurrent education would

‘ . be to postpone college attendance for a significant portion of the ydung. .

, . Whether thoseé persons would be recouped at some later- date is problematical,

‘

‘but it does not seem likely that they will undertake college at a later

- . T
.

g " date if they are able to find career opportunities that satisfy them with =

little need for more education. While new audiences might be obtained for

-

the .educational institutionS~By crea;ing‘greater'flexihility with respect to

dge and admissionsAreQuirements, it is not clear that these new enrollees

4+
.

would compehsate for those who "postponed” théir further education to t

advantage of later recurrgnt OoppoTLl ities.<ﬁ‘ . “;

A}

But, even more inortant without changes in the nature and availability
‘of .jobs, the recurrent educational approach must necessarily have a minimal

effect on reducing immediate enrollments of the young in colleges and univer-

sities. First, the very lack of jobs will create an incentive to obtain

o ~

more schoeling, since the ' foregone opportunities will be minimal. Without
" the temptation of _good jobs, it is simply a better decision to get more

sohooling ;p improve one's chances for the future. Second, the structure of

o
[ I -

Job markets tends to limit career mobility to a largely gon—overlapping set

of Career ladders.: Without a college certificate, it will be difficult to

get access to the occupational position% th t'require more training. .Rather,
the highly rotutinized nature of lower—level manufacturing, clerical, and -

service positions requires no additional training, nor'does it offer a route 4
to a different_occupational laddervwith greater educational or tré\nlng

requiremefits.. Job:* incumbents will find that theif potential occupational

- -

v
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mobility will depend more on entéring the~firm at the highest possible
\'entry level which provides acceSs to better career opportunitrys$\than work-'i
- ing the{r ways up from the bottom through the vehicle of recurrent education. .

" The janitor or stock clerk will have little likelihood of getting into. L E

management, even with recurrent educational accomplishments, while the
k\college-educated youth who 1s able to attain a higher position will have a . ‘
_much greater probability of moving intg middle or upper managemeht. | . ’ \
Thus, like the caselof d;reer edpcation,.the very premises of-rechrrent‘
d _—_ o N .

"education are ones that are.not likely to be met uhder the‘existing“conditions‘

and organization of the workplace. Even.when educational sabbaticals have

-

been provided hy firms-as part of a collective bargaining agreement, they o~

-

have not been taken advantage-of except bthhose who were already among the -

A N -

R . . 1 . .
-most highly edyeated and those occupying the higher‘occupational positions

(von Moltke and Schneevoigt 1977). S ' o o , S

4

Back~to-Basics ’ ) ) ‘ . “ ;
. o L £

-

. . _ : _ o _
Fipnally, a movement that seems to be a response to the present crisis

" {s that of the "back-td-basics" trend. In apparent reaction to both the
somber job picture and the‘putative decline in student skills, many educators
-~ N ’ ' : :
i and parents are calling for more structured schools that would place greater

K emphasis on discipline and basic skills. While there is little research on
the extent of the movement, it does appear to be on the upswing.43 But, if .
. the decline of,school/discipline and student achievement is in large measure

,

- e\, , ‘
due to the declining exchange or commodity value of these attributes in the

N

‘%orkplace, then such an attempt to improve the career possibilities ofi_youth-

through a gack-to-basics approach may ndk make any difference. “That is, if.
"7 : ) . ¥ .- oy

e ﬁhe main determinant bf proficiencies in such skill areas ag reading, writing,
e - )z . -; -

and arithmétic are determined by the rewards in the marketplace for those:

} v

CINR | 1oy

2N
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/\ﬁ
skills, then the depressed condition of the job market provides little

incentive for putting energies into doing well in these areasvby‘students.

e

‘When the-job.narket was more buo&ant and good jobs and admissions at
’ ‘ ) ) . < ; ‘ .
the best colleges were available only to students who showed evidence of

'
i

~ such skills, there was a strong incentive for students and téachers to take

. Cw . N~ - . . ! .

seriously these subjects. Grading practices were more severe; students took
oo . N ) -t

more of the traditional courses in high school and co}lege;fcollege entrance

‘examinatfons wére preﬁaredifor by'taking the tests several times and by . AN

N

obtaining instruction‘onfhow to take the tests and so on. - But'vwhen it is.

¥
obvious thaf\for the vast majority of yOung .people, entrance to a good .
‘college is no longer highly competitive and that few good- job opportunities
are available for college graduates anyway, only a small coterie of highly

dedicated students such as pre-medical ones will focus on such skills. /f
. ¢ N /

/- 4

Again,-the‘argument is that there is a connectiop.between the success of ed-
ycdtional retorns that atténpt to reduce the increasing divafgencies.between _
Schools, the workplace, and supportive changes in the workplace itself. .

Without supportive changes, the schools cannot single-handedly create T
\ . : . ‘ : : .

4

reforms that will succeed in reestablishing correspondefice between the two
. * *» .
~r

‘sets of instituti&As. . . ' ’ : J%)
v b ‘ . . - -

Conditions for Successful Educational Reforms - '

- 7~
What conditions are necessary for educational reforms to succees in

bridging the increasing gap between the socialization effects of schools and
the needs of vork‘organizations? In previous séctions wé reviewed sonekof

the forces.leading to:the'establishment of correspondence. For example,‘the
historv of soqializationlfor.work was‘ddminaézd'by the shift from the house-

"hold to the school and the emergenge’of the school in a shape that conformed




Y

t

S

P

~

¢

Y

»+ to the changing organizational requireme?ts of capitalist work. Likewise,

in ‘the empirical analysis of’the differential SOcialization of. children for

work, it appeared that there was a very close corrgépondence between the -

¢ *

, everyday realities faced by parents and the ways, in which the schools treated

their children While the ‘forces that create a reestablishment of corres-

pondence are complex, they might be summarized in the following way.
8 ' -
- Qhanges in the organization and content of education are determined to
, "
a major extent by supportive changes in the‘workplace Not only does’ the

historical analysis reinforce this concluslon, but: so does the analysis of .

1)

why SO0 many educational reforms have failed when Ehere is no corresponding

modification of the organization and content‘of.the production process..
(Carnoy ‘and Levin 1976.) Mechanical‘atte ts to alter the functions.of

schools without supportive modifications of the workplace do not provide
-t
®
incentives for the groups involved in’ the schooling process to modify their

~~

behﬁvior As we noted in an earlier section, a maJor reason tﬁ@t adminis— :

trators'were willing to adapt.schools-to_the requirements of‘business

5

o organization at the end of the‘nineteenth and‘beginniﬁg‘of thé‘;wentieth

L |

. )
K centuries was that the new. organizational methods had appeared to provide

the basis for economic expansion, progress, and prestige that had enabled ’
the U.S. to become a_world'power (Callahan 1962). Likewise, students and

. "" Lo~ . ‘, '

their families were more likely to segk schooling willingly and without

compulsion as they saw the increasing importance of formal schooling creden—

tials in obtaining jobs in the.expanding industrial sector and in obtaining .

socifal mobility. - i

. !

.

More to the point, basic changes in schooling follow changes in~the
workplace becauJe it has largely been the workplace that has created the

basic perspectives,which_influence our perceptlons ;;Bax other organizations

':. lu;'-’fl - "@"f'
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and our own life decisions. For.example, we noted that when tlhe workplace

lacks opportunities for advancement, students and teachers will ftake their
'schooling tasks less sgriously and test scores will fall. That is, dttain-=

. o ‘ i
ment of the traditional objectives no;longer'ensure success or justify the’

. : . [ . . ,
/,»cf "~ efforts when their value declines in the labor market. But, alternatively"

. “~ ’ o N . » . . .
as the organization of work changes in other directiéns and sets out mnew

> - i

. incentives for worker$, there existpsupportive conditions for change in
’educational institutions.‘ ﬁirst, such changes An ‘the workplace will ereate,
’an image of progress that will be transmitted to the schools through‘hoth
‘official and’ unofficial channels. Schools that adapt quickly to the new

requirements will ‘have' greater success in placing: their graduatés than those

that do not.
- Second employees in occupatfbns that will be’ affected by changes will

. . &
S tend to embody them in their childrearing practices and in their EXpectations

»

for ‘the schools. That parents transmit-to their own children the values

.~

that create success in their own %ccupations is re(lected in studies of ;9

[

occupational sOcialization M. Kohn 1969) ' Further, as changes invthe natjfe
grof‘work become ohvious to-students and tehchers, tﬁey; too; haveﬁa shared
incentive‘tovmodifydtheir_behavior. ‘Through both formal and|in%ormal meansi.4
basic changes in the structure and content of work tend to‘alter'the con-
' . .
sciousness of workers and managers. Moreover, as citizens, voters, parents,

.' .
A}

- and businessmen'change, the new attitudes'are tr mitted‘to students,
teachers, administrators, school boards, and le@gjiatures. ’Essentially,{\

;a" " the schools.become engulged3in'a‘neuisociaftreality which creates pouerful.x
- ’ - incentives and pressures for‘altering1their'functionsJto;conform;with‘the‘

H

“changes in the'woerlace. < . FEEE
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. e ' Gdven tgis\process of educational change, the stage is= set for suggest—

§

" ing particular‘educationa& reTorms that are likely to succeed in tge future

‘ Y k) . Cos
o Essentially, thersutcessful\educational refbrms will be those that'torres-

o’

pond to‘the alterations of thé workplace andnthe attendant requirements for\

work socialization.’ In the prev1ous section we suggested that the most likely ,

. 4 N P 7 1
reforms in work are those of a microipolitical nature, altering the internal

governance 8? work organlzations In‘general, theSe would incréase the o

- B

;’:\,pérticipation of wOrkers in determining the nature, supervision allocation

R AN - '
S and scheduling of worlk tasks as well as tra1n1ng ) B / .
. A, . . P ‘ ‘:#.\ ? o . )
{// S ‘% The empha51s on lncregged worker partidipation generally and autonomous

A . . 3

7 4 . o v ,\ . , . . .
work groups or teams specifically would suggest a number of new worker * ‘

° "4 d T s

- - attributes that are not a high priority of the present schooling process.

% : .
First, workers would’ need to have greater abilities to functlon in groups,
B 7 -
: ’ ‘ \.\ ',1" A “‘.ﬁ‘x
P since the work teat would need to operate as a m1n1—democracy where many

S : decisions would be made by.conﬁensusu_i embers. of the group would require a .

RN background in participating in a collective decision process Second,
workers would need to have the abllity to make individual decisions to a

greater extent than under the present system.gmer\ﬁ¥§ﬂljob and its decision—
,v" : N g
potential are highly circumseribed by the division of 15\b§&“&2§::; a part—
» - - t
icipatory or team approach there would be much more room for perso a&mnmm,u;rv N

}
judgment that would affect productivity. Thus workers wpuld need to in-

- ~ crease their decision—makiﬁgvand<problem-solving capacities at both the *

-
9

individuai and group levels. é@@ : . P . E
¢ Since the members of the work'groupuwould share and ro%ate tasks, each )
~> member would néed to have,the capacity to develop expertise in a variety of‘ :
- ; A -
" work roles. This requirement implies that the members of the group could be

- ‘

‘l

>

~ .

- 1u (
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y assumed to'haye minimal competencies-in all of the basic skills that underlie

_these different roles. That is, a common‘base;of knowledge would be presumed
‘in order for team members to learn the‘%arious functions of the work group:’q/{//

K - ) % ""\ . o ‘ B - A ' '
Fourth, workers would need to have the capacity, to train each other for

fhese various work roles, sinceQa‘significant'amount of training would take.

. place among members of eashggprk team . And, finally, the ability to cooper- v

ate with others would be crucial since the success of the team would be

- highly dependent upon the proficiencies of the group in sharing ideads, -work -
- _l T . ’ . ! !J I s RN .

- ' tasks training, and so on. Co -

’

oo . Accordingly; there would be at least five dimensions that would require

- Rl
Co maJor organizational changes in the educational system to prepare workers

.

N -for greater worker partic}pation and a group or team mode of work organiza-

“

# tion: (l) ability to participate in group decisions‘ (2) capacity for

, binreased individual decision—making, (3) minimal competencies in, basic L
g it & N ” R L & ” [ A - . -~

R Skills, (4) Capaoity to receive’and give training to colleagues, and S v
' : €5) cooperative skills. Even at the present time there exist various-edu— T

Qational reforms that could attend to edch of these _dimensions of socializa—ﬁ o

tion, and*through new efforts in_these directions it is certain that others e

-~

would arise.

Table 3 presents, some of the educational reforms that we would expect

-

to be induced by a widespread shift to worker participation and autonomous ‘ .

work groups ‘or teams. .Although each dimension of change in worker soc¢iali- i _
! ‘ o
zation is associated in the table with specific educational reforms, the.

-

' reforms will overlap substantially with each other in the educdational context;

3 y - e

; A ‘ i
.. That 1is, we 'would expec; a new. organizationpl shape thqt incorporated 5hese e

.
N f . ’ . Lo

and. similar changes , : : ¢ .




e

»
4

Induced by Shift to Worker

\

Dimension of -Change

I Group'decision-ﬁékihg

]
4

.

L4

Y IT . Individyal -decision-making

¢ «

IIT

. Minimal competencies for all -
IV Collegial training —
\) Cooéerative skillé —

Table 3 . . )

Projected Educational Reforms -

Autonomous Work Groups or.{eams

- greater emphasis on problen

- criterion-based tests .

Participation and .

Y

o

¢

" Educational Reform

) )

greater democracy in school

organization

émphaéis on group projects and

teamwork N
. -

greater degree of integfation.by

race, abili;y, and social‘Elass
team teaching

group dynamjcs .

v o~ - -

.

solving in curriculum

masfery learning

peer teaching

'

.cooperative problem solving .




. ) " . 1 . - ~ .
o ~ , o ’
. " . Group Decision-Making NP oY - ‘
L e . Ogg of the centrak difﬁerences between,the.present<organizatmon of o
7 . MY/-« o-xjc . ‘? .Y )

- work and)that 'of autonomous ‘work groups is the emphasis on group decision= .

making for the latter. Members of the group must be{able to resolve a large
\nnmher or,issues nith respect to thewplanning,'execntion,.and evaluatipn of
v ‘ T thé functions of'the'group as_well as-to‘train,oselect, and counsel members
. of the grbuo ﬁith:respect to.satisfying‘groupfproddctivity.‘ In order to
prepare.persons forhthesehroles,;the educational sfstem would need to provide
i . : «

- B v
2 -

- a set of experiences that inculcate the abilities to fdnction.as a group.
o ' N .‘ - o ’ "/" ’

There are several-educational reforms that correspond with this dimen-

sion of change. ' First, micro-political reforms of‘educational institutions

-

L would increase the amount of participation in educational decisions of -

o )

- ) Students and trainees.45 That is, schools would he‘characterized by partici?:

) . A .
patiVe democracies to a much greater extent than they are at present with T
‘respect to decisions on hiring, curriculum,-resource allocation, and reso-

4~ i

S . lution of conflict. While the exact forms of participative democracy cannot

- . be predicted.because of the many alternatives that might emerge, it is poss—j

ible that students,.teachers, administrators, and)barents might choose

" .
’ -

. . . N ;
\representatives to comprise a governing board for the school. In large

institutions and colleges, such political representation might take place at

L4 »

. . departmental, and other decentralized_leyels as well as at the governing -

-

if board locus. The agendas for such meetings would be widely,ciqculated, and
. thé forum would-be open to members of the various'constituencies” On a
daily basis, minor conflicts might be resolved directly among the various

. persons, and an ombudsman?or grievance procedare coudd be used ﬁo solve = i
. A i3

differences*that are not resolvable through less formal chgnnels.' Y ’ff Y

PP

s ,'l " A second alteration would be an emphasis on. group proJects and teamwork '

- . \ N
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Fa

. . - ’ .
on student asgignments and school activities. 6 Instead of the present' focus \\\“ﬁ

on individual responsihility for assignments’ and individual competition among

stddents for grades and other rewards, there would be a shift to students
. . - N » f . - . Q

working.in groups with the reward for performance conferred om the group. -

-~ Not only wolld this type of approach be applied to athletic activities as

under the present system, but it would ‘pervade other’ instructional and extra-

vt
.

, mural_activities»as well. In sqme cases the_teams would be comprised of

1y

T ‘ ' ' - ) .
persons drawn from a»number'of grade levels, and in othér cases tlie teachens

4

. . ' ¢ ) A .
, and other‘personnel would participate as members of joint teacher-student
.- A ! I . o ". e . ) - '/
: groups. Students would-learn to see their relations to the success of the

€

group rather than in a narrower and egotistical way as at present. .
. . k]

ae

.

‘Third, the fact that work ‘teams wonld be composed:of‘personswdrawn

from a wide variety of backgrounds and facing a wide variety of tasks would

. N .o . - - . ) . o . . A ! T ]

., require a much gredter integration 6f schools and classrooms, by socia&fclass,
. \ . . !

' race, andvflity Unde'i': the ‘preséent hierarchical forms of' P duction there .

rovide a stratified workforce that is differentiated by occupa—
\

is a need.,

" tional position, and the schodls seem” to be;organized to reproduce-this

. . ' -t -

occupational structure by preparing the young for the occupational levels of

- -

their parents as we stated'earlier.46 "But the reduction in hierarchy and

.individual competition in the,workplace and the emphasis on teams wili'mean

A that workers must be prepared to a greater extent to share similar experiences
r - . . i K'\ l/
regardless of their backgrdunds. ' . :
_ Fourthy the emphasis on group“decision making'nill be much more

“supportive of team-teaching than is the present system. Cooperation among .

o teaching and administrative personnel as well as students will be an impor-

- [

. h

tant organizational component in the schools when the objective is to prepare

the young for functioning as members of groups. Finally, it will be necessary

. N
~ ; -, v
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to a grievance mechanism, conflicts can be resoived through sharing certain

! X
(S

to providé.some training in group dynamics in the schools. Without rgsorting I
values about the function of the group  and learning to participate in the I

group in a constructive way. This meang that students must share positive ‘
experiences in balancing their' individual needs with those of the group. o /
R

Various approaches to group dynamics will contribute to this end,aé well =~ .

as’ the team orientation of .-the curriculum. ., .
¢ " '

- N
./

Indiﬁidugl Decision-making B : , ,

\ ~

4

Not only does the present approach:.to work require less grougﬁiﬁ;er—
action, but it also requires less individual decision-mdking because the o -

. " '
charactqr of many'jobs is’ invariant with respect to the personal attributes
" i 3 Voo “ i i

o

of thé job holder. Under a more participative form of‘work organizatian,

individuals will have a m&chﬁyider séope‘for decision—making‘with respect. to

how they aliocate their time and efforts. Accordidgly, there are 1ike1y to ¢

-

be changes in the curriculum thatlincreaSe the emphasis on problem‘§diving

réthe% than‘ﬁémofizatidﬁ:and roﬁtinfzation of 1earnin;. While the latter . ]
fu;ctions are important for routinized and repetitiV§ 5ob tasks, it 'is the -
former that iswneéessary as‘thé séope of the worker becomes relatively more
independent. Not ley will‘such;problém solving approaches become important'-
fn courses that empﬂésize skil}s of coﬁmunication, cémputation, and maﬁual
acﬁivities; but’they'yill also be necessarysin the political domain wpere&
the'in&ividuél must be abié to utilize information to &ake ﬁe;sonal decisio;s
Eﬁét wiil enable him or her to parz;cipate productively at Ehef;roup 1evei.

Minimal Comggtencies'for All . : ’ ] .

4
Existing methods of work organization require a large differentiation

in skills possessed by workers. But, autonomous groups and other participative

)

11,
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approaches to work necessitate a great-deal of job sharing and rotation and
3 ! . y . .

the filling-in for absent workews by colleagues. In order for this to be
possible and for workers to be trainable for a wide variety of responsibil-

ities, there are probaply minimal competencies in both academic subjects’
/oy ;o . "

and in problem sdlving and other'relevant techniques that must be achieved .

v A

by all'students in.preparation fot entry into'a'team approach. One of the

) . -

educational ‘bases tor achieving thgse results is mastery learning where the

Y
-objective of the curriculum is to provide minimum competencies in important

-

domains for all students (B. Bloom 1976 and J. Bfock 1971) In addition to

.

the use qf .a curriculum approach based upon the mastery learning paradigm,

1

‘we wouldafxpect to see a ﬁﬁaﬁ wider use of'criterion-based tests.” -
. At the‘present time.the educational—system relies heavily'Upon norma-,
tive tests vhichgare-designed-to assess~how a‘student performs relative to

_ : . S ) N o o
others; That is, they‘are gssentially useful only to rank students among
their peers"nbtrto,assess.What a student knows.. In contrhst, criterion— g @

[
[

based tests set out the criteria of‘performance that are considered to be
important and test to see how well students perfofm,‘given those criteria.

» N : o . -
Since the criteria can be based upon specific tasks that a competent person

should be expected to achieve, it is possible to evaluate how competenﬁ an
. 3

individual is in &' given domain It would seem that criterion—based,tests 7

t4

are much more easily adapted to the needs of establishing minimal competencies

for all youth than are the traditional normatively-based tests that are only

designed to rank students without revealing what: they know or are "able to do

on a particular task _ ‘ ' U . »
1y ‘ ’ - . '

{ .

To a large degree the shiff to work teams and autonomous work groups

‘.P

Collegial Training

& .



e

- at the same grade 1eve1 or at 1ower grade 1evels, a cooperative approach to o

“Many. of the-problems that will be faced by the. work gronp.will not only

\ -~ -=110- . .

-
N

will be accompanled by an increase %n on-the-job traininé for the mernbbers

- and by the members. That is, many of the fequirements of the work team

-

»

will be taught yithin the team by member colleagues. 1In contrast,-the .

. 5 fe S-
educational and training structures that prevail at the present are organized

more along hierarchical and specisiized 1ines.whexe experts and professional -

-

educ;tors train students or trainees wh@?@re subotdinates.' The ability:to
train and be trained by colleagues is\a pfofioiency that can be inculcated
through making peer teaching a regular process at elementary-secondary and’
post—secondary levels (Melaragno and Newmark 1971). By teaching'felloy students

.job training would seem to be a natural extension. -

”

v

Cooperative Skills | o

~ In addition to all of the dimensions of change required for socializing

persons to work in groups, one must add a set of genetalfcooperative,skillsl

> L

"requife the -abilities to~nskéwgroup'decisions, but to cooperate in seeking .

solutions to problens‘or exploring aiternatives. There are a variety of
educational approaches to inculcating cooperative behavior that might be

considered in setting out instructional programs. (dohnson and Johnson

. .

1974.) hﬁhese methods might be developed and agsgied more fully in the

design.and implementation of instruction

\ . . ' , . Va

Other Trends

In add#ﬁion to the particular dimensions and their &ssociated educa—
} .
tional reforms‘that would be likely to emerge under moré participative’wonk“
reforms, there are two general changes that appear tokbe impottant.' Although

i

recurrent education is not likely tovbe-adogted widely at the present for the
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reasons that were discussed in a previous section, it is likely that the
j $
!
concepts of recurrent education would become much more implementable under -

.
v

a system of worker participation."The reasons for’ this are that the in-
treased flexibility of work roles and the tendency towards horizontal
mobilify implied by the flattening of the job hierarchy will emphasize
Career progress in terms of service on different t:;ms.over the 1ifefCYC1;.
While a substantial amount of traiping can probably take place.on the job -
itself through peer teaching, some job changes‘may require additional Tormal "
education and training‘in the classroom. Accofdingly,:the recnrrentihduca-.
tion'approach will become more functional, anq the use of "edncational
. \ .

sabbaticals' will probably become more common as employers provide continua—[

tion of salary and. other benefits while workers retool their skills or' learn .

. 'mew ones (von Moltke and Schneeivoigt l977) Educatlonal entitlements might

~

‘also be provided by the government for such purposes (Norman Kurland (ed ) l977)

Finally,vthere will probably be a shift in the aggregate from formal '
)
prqgrams_in educational institutions to formal and informal training on the-

job. That is, to a large degree the kinds of competencies that will pe

needed to work in grOups,'to'cooperate, to rotate tasks, to adapt to new

-

’ " techniques, and so on, will be ones that can be attained more readily on

‘the job than in an educational context that is removed from the workplace.

g#{ent,of'this-shift'is diﬁficult'to predict.

Accordingly, it seems Teasonable that there will be some substitution over

~the long run of training on the job in place of formal education. The

SUMMARY =TT
In this section we attempted to show the types of educational reforms s

that will arise in response to the anticipated changes in the nature of work.

9 : ’
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'Neﬁ patterns of work organization‘imp;y changes in Eﬁg socialization of

&orkers, and educat10291 reforms represent a major response for creating

the new set of worker characteristifs. The predicted shift from the present
.'_‘ . “® ' . ‘ . v;‘ ) .

work organization go-mére participative forms generally and to autonomous, .

« AR

work grqups‘énd teams spébifically suggests particular changes in worker

_pfoficieﬁties and behaviors. ‘The'corresﬁonding set of educational reforms

rd \
¥

_that woyld accbmmodate these chaﬁges was éuggested,

PN
.

f\\ In general we have argued that g&ucational'réforms-willlbecome probable

- b

&

Al . . ' :
when thé paths of the educational: sectQr and the work sectog.diverge with
- : - o :

i ! . o o .. [ \
respect to the reproduction of labor power for capitalist and government enterprise.
. I« » . r . . . . N
° : [ L @ . .
As long as the transition from education-to.work is a smooth one, attempts at educa=
- T oy . X\

tional reforﬁ will not be likely to succeeg, particularlylif th challgngé

- the stable equilibrium between the two sets of institutions. But as diver- ,
N ! R . . . . . N ‘,
gencies arise bétwéen the paths and needs of the education and work sectors,

conflicts will arise that will threatef the stability of both schools and

Ehe wofkplace, Reforms in both arenas will forge a new syntheéis of corres-

-

f’p0ndingvrelationships which willvtend‘tb deteriorate anéﬁ.over'time to
stimulate a 'mew age of reforms. - In the fina1Isécﬁion éf this ;volume, wé will °
review this‘dialegtiééi functioning_aﬁd sﬁggesﬁ.some of its implicaéions f9r 
educationa; planning.

'

..




-113- >

VIL. UQI_C)TJN“S'EQUENCES FOR EDUCATIONAL PLANNING

L
o

,ejpurpose 6% this monograph was to set out the nature of changes in

W.rkplace that w1ll‘be initiated by a movement toward greater democracy
.;-and wgrker participétion in the workfenterprise and to trace its implica—
l o
tions for the educatignal system and educational planning. In-order to

address these phenomena,rit was necessary to provide an analysis of the .
. . ) ';."‘ \ . '3 » ) . .
. relationship between education and'work The two traditional views provided .

+

_by the socialgrowthperspective of’Dewey and the-social efficiency one

of the»functionalists were 'ownxlo be inadequate for understanding the S

dynamics of change in work and education. éccordingly, a dialeetical explan- DA
‘ ation was: given that- provided a basis for both stability and change in tenms:
' of correspondence and contradiction both w1thin and between the structures
. o » ] . v e -. ) ‘ . . R ’

of Education and work. . v S

h o

In the initial phases of industrial development the-schools emerged
to socialize workers for capitalist entedllise and.theywstreamlined'their
operations and expanded to meet the changing require;ents of monopoly ‘

. capitalism and state bureaucracy. But, in recent; Years they have di¥erged
somgwhat in fuction as‘they haveincreasinglyobeyed their own independent

1

‘dynamics., The result has been that the dynamics of the schools and of the - o
" workplace have.diverged to such an'extent that the expansionrof production ‘f | -
% and the reproduction of labor‘power for both capitalist aﬁd state enterprise
have become increasingly arduous. Rather than mediatingithe i;ternal contra-
dictions of the workplace,‘thereffect of the educational system has been to

-

[increase conflict-and the manifestations of those contradictions. .

Inpreasingly we will observewan extensive;period of both work and ) T
o , ) ;; ;. 5 . 4+ .

educational reforms~to‘pull‘the—educational system back once again into

corresppndence with the system'of production. But, the réforms will derive

i

(8 . ) ) ) 11( ~\-€ .. l
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from- the dynamics of the dialectic of correspondence and contradiction s
- . [ 1] « o - ’ ' o  |.
v . rather than from a purposive act of educational planning apd reform. This "’

, is dot to say that there is not a role for the educational planner and

"reformer, but” it is important to understand the very different nature of .

that role under a dialectical realityL This difference in orientation

becomes clear when one considers the nature of a dialectical view of organi-
“zations and contrasts it with the assumptions that underlie the planning view.

A dialectical view is fundamentally committed to the concept of-
. process. . The social world is in a continuous state of becoming —- i
'sodial arrangements which seem-fixed and permanent are temporary, o
arbitrary patterns, and any observed social pattetn is regarded '
, as one among many possibilities. Theoretical attention 'is focused
W%, . upon the transformationm through which one  set of arrangements gives
' way to another. - Dialectical analysis involves a search for funda- -~ .
" mental principles which account for the emergence and dissolution ~ RO
of specific social orders (Benson 1977:3). T

o In our presentatiOn we emphasized’the forces for both stabilityAand“"

- change that have dominated the education and work relationship - But, these

v

. S age very much at variance with theifundamental premises and approach of ﬁhe
planner. In order to demOnstrate ,these differences,bit is important to
Emphasize certain elements-of what might be called the ideology of the N

educational planner

Qm " -
\Eduzgional Planning as IdEOlogy . ‘: o o S -

-

There are at least three underlying assumptions to the ideology of
~ educational planning. The first is that a maJor purpose of the' educational
s;stem is’to solve 'such problems as poverty, oppression, and uneven political .
.} L . and socia§ participation. The second element is based upon the tacit

_ assumption that social change takes place through social planning and.manage-'

ment rather than By other processes. The third aspect presumes that the only

© limits to changing society through educational planning-and reform are an
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' jinadequate;resource base, an insufficient knowledge base, or a lack of

 appropriately-prained plamners. Let us address each of these in turn.
o »

-

“The first element proceeds from the rather peculiar premise.that

" poverty, prejudice, repression, and-domination are considered to be univer-
o - ; AR Y . ’
sally repugnant to all societies and all.of their members. It is assumed

. . . - - hd " ’
unquestionably that societies wish to rid themselves of these cancers, but

«

the only way that they can be excised is.by utilizing the educational

system.” Such a view implies that (a) the wealthy wish to redistribute their'g
. - . . i R
Q@ - ra ) . - A
'wealth and income to the poor; (b) dominant political groups wish to“share

their power with the disenffanqhised;'and (c) exploitatidn and repression
of the weak by the powerful is a product of ignorance& Somehov, it is"
, D , . ’ L

assumed that there is- consénsus on th@se_issues,'but he solutions cannot
be effected wi;hout educatingj;he poor, disenfranchised, and oppressed so-

. e : . . o
that in the future they tan be "more equal." ‘

More specifically this element of tha planning ideology assumes and

promotes two tacit beliefs. First, the political pnoblems of societies .

| E e ,,a
"have been resolved in favor of a benign consensus, but it is n\ﬁessary fbr

B i .
H Y - e

the educational system to make. that political consensus a reality. And,
. B . . s . 3 J ,

.second, the "better" society is necessarily one that must wait until the

- <

-futhre,*when the people are appropriately-educated. I would argue that

the continuing functioning of the societies to produce unspeakable poverty
-4

and.squalor on. the One hand and unimaginable wealth on,the other; to
sanction a ruling class and a disenfranchised one, and to sponsor political,
. economic, .and physical-repression is evidence enouéh that_the political
problems'have‘notfbeenfresolved by consensus, and they will not‘yield'to

.a "technical" solution at some future time through the use of the educational

>y

system. ) o 113 . . . T
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The second element of ‘the planning ideology-is thetview that social
. ~' -

change is essentially a planned ‘or managed phenomenon. Despite the plethora r

» . ~

- of alternative theorjes on *how soc1al sxange comes about (Appelbaum 1970 2l

. - b

Paulston 1976), }he educational planner has selected %he one. v1ewp01nt that R

)

places h1m -at the forefront in manipulating the levers of change. Thus,l

the literature of educatldnal planning is couched in termlnology that
v ° ) R '
suggests,that educational'planners, reformers, and policy spe iallsts ‘have
S . . L T . i : ' »

a substantial contrpl over”social outcofies. Yet,'the evidence that basic .
- : . . * N . .
changes in the educational process can be planned that Wlll alter*soc1al ' -

! \-!ﬂ'_ﬁﬁ’/‘ ' L
- outcomes will not emerge. That 1s, it is the external appearance of plan— v

. i ' @ . "'
: , niz? and its raﬁlonality that have become the symbol of change itseXf., If

-

pl'ﬁh§;s and reformers use such terminology as change agents, managed Change
' : and p

nned change, they and their followers tend .to belleve that the usg o
. / S Lol
a » of the language and the Adogic of‘gatlonal change imply a control of the§ o

- ’ change proceSs itself. 1In contrast, a review of thefeducational ;eform and,
‘ * . :
implementation literature suggests that the rhetor1c of reform is probably

%

. ;\ its most important manifestatlon rather ‘than the changes that it claims to
S . AN g,’uw»,n

T p;oduoe (Charters 1973,.Gi§§333;‘

For example, 1t is sober1ng to conslder the exPerience at implementing
2even nomlnal planned reforms that attempted to 1ntervene in the educatlonal

process the United States. For several decades there have existed I

projects to Tetrain teachers in subjech matter, teaching methods, knowledge

tural groups, new modes of curriculum organization, %nd .o

4.

‘of particular c
so on. ,At a-more specific level there have been attempts to alter tradi-

tional staffing patterns, and to implement team-teaching approaches, open

’

. . - @ ' . ’ ) . . ‘o
classrooms, flexible modular scheduling, educational radio and televisiom, .
= - P ' t + S A
racial desegregation, and changes in school governance. There is no évidence




"%

2

'tb support\the view that these attempts:have.made.any difference

0, \ N -

. ‘measurable outcoqe or process “of schooling, and in many ‘cases it ils not g

. even clear thaf anything" other than their external appear:gfgs were even ®

A A S
1nit1ated (p. Berman and M. McLaughlin l975)

i .
' i . v ¥ .

. The third element of the'ideologj assumes that the only‘limits

‘

~ " ' \ "'v‘v . x
R . an inadequate knowledge base& or lack of appropriately— rained planners. \
. . e

L.

In She first case itmis argued that the resources that,are made available '

for educational planning and initiation of the plans are not sufiiﬁient

~

to supp@rt the educational changes that are necessary for the solution ‘of.

£

e social problems. ln this event, the remedy is to o a1n.a‘larger share

2o
i ORI -

tained that' some:

of’thevgoGernment budget. In the second case it is’

Ay -
-

of the technical knowledge thrat is necessary to improre educatfpnal and
socialvoufcome, is not yet available} The prescription for;this situation -
\gis a greater investment iqyreé§arch to uncover the crucial technical rela-

o - tions on such matters as}the determinants of scholastic achievement or more

.
4 L]

cost—-effectivermethods of providing'educational;serVices”Qr providing the g;-
. . * ’ » - el : :» . . s . -
L I proper type of edugation to»improve productiwity a'ndlciti"zi'enship%.“w In the
- case of a-lack of appropriately-trained planners, the ebvious diagnosis - Lo

_is to train more,of them and. to ipprove.the proficiencies of existing educa-

tional planners. Thus, the ideology assumes that any limits of educational . - .,
- ‘./ . y( v - }

planning can pe overcome by obtaining increased resources, pursuing addi- - : o

- tional research, and training new planners while upgrading the proficiencies:.
of existing ones! \ ) : ' - ihu-i

In contrast, we have argned that educatibnal planning will succeed

only when it is consistent with the"dialectical'phase in which it is }: -
‘initiated.’ In periods of correspondence.and relatively unfettered social ' \

‘/.9 ‘
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: reproduction and'utilization of labOr poWer, there are three types of tasks .

» AN . 5 P -
that can be undertakéntsuccessfully by educational planners.
First, there’ié the ‘cage where the goal. of the planner‘is‘essentiafly.‘
. . , Vs R . ) o . .. ,v. N » L] R . N N
logistical This is true when educational planning is limited to such'

-

exercises as the designaand location of new school bualdings or the expan— “_
[ .o

i

sion of teacher training orJthe provision of student transportation

. T " : ' - - A

_iservices,n Given an adequate budget, knowledge base, and tra1ned planners,‘

~ ..
A o

.

it is possible to construct and 1n1t1ate a plan for constructing new school

- plants or increasing teachgr\wraining or arranging appropriate transportation

o services.’ Education§1 planners can be as successful at log1stical exercises
_ = A R s -
.o a8 can other’ planners. , :

'k&. Second, there 1s the case where the planner w1ll set out the require— {‘:;k

jx‘l - ments_for’educational changes that dognot threaten oE appear'to threaten the

present-operations of othér institutions'or,dominant groups.in‘the‘society.

- .

A good example of this is curriculum reform that does not challenge the

. C existing social order.' For example, it should be pqssibleﬂtoadexblop and

LR . . . N SO S L B .
) - implemenfﬁinew approach to science education for the primary grades. ‘In
BN o
this case.the’planners would assist other~educators in.the’construction:of
el curriculum,.the training and-retrainingvof teachers, the dreation and
- . C ,
‘distribution of instructional materials, and the other tasks which are nec-

' essary for a successful development and implementation. E%en 50, there may
be'formidablehobstacles'to adoption of the “infiovations as-historical
. N ke .
-analyses have shown (Berman and McLaughlln 1975) '

v

3

. co Third there is the)case where educational pl ing conforms to the

changes that are consistent with the momentum of the\dialectic. For

o
Re iy - b

developing societies is a case in‘point. Most of the e societies are

~ .-

,/;': : | ‘ | | | ‘ ' : - » ;lile'
ERIC LT
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and‘workers"can be‘ekploitedd given:theirolack.of alternatives.

 amount of exploitable‘trained labor. Such.strategies,have often Been "

‘ buttressed by loang from the countries that were benefiting from the profits

"media .exported from the advanced societies. And, generally the educational

reforms that were designed to make this expansgon.more rapid and: efficient _'

-119-

L
] . [

predicated upon a development model in which an attempt is ‘made to attract .

foreign investment. But, -the business of investors is to make profits,
. N
not to assist societies im developing or bécoming more nearly egalitarian

and democratic. The attractiveness of investment in developing nations is - v
attributable directly to the prospects of securing enormous profits with

little rigsk. These conditions are satisfied when there is a large reserve

| . -

army of trained labor that is: not permitted to organize in'its own behalf.

Such 2 labor force can be exploited at low.wages for .long hours without

Lo noe - o . -

concern about their safety and health.’ The role of educational expansion '

b [l

in such £ setting is to reproduce labor(powerlfor multinatijonal; capitalist

firms: while keeping the.labor market slack so that- labor costs remain low

LX)}

+
.

It is little wonder ‘that the educational systems of many developing
countries have expanded, far‘beyond tﬁft which would be justified by R

- . b . "\. o
available jobsw. Industry, government and. the local elites who were the

principle domestic beneficiaries of foreign investment. promoted the educa—

~ LD ° . .
L

tional expansion, and parents created.a strong social demand'for more’ .

. 4 A

‘schooling for their own children in order not to fall behind in the quest

" for sacial mobility and status. Of course, in the aggregate the expans1on ) . .

of the schools meant that an individual would need more and more schooling‘ ) ' ”

to maintain even a low position in the society. But,;this entire constella- -

!
l

tion of forces sefved to foster an educational strategy for.emganding the
- =, N . @ T .

.
-

e

of foreign investment, with particular emphasis on the use of educational

>

‘o
’
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have tended to be-successfulﬂ That' this process of over-expansion will
" undermine the existing political and -economic -institytions over the longer

- run is a real possibility in these situations. But, it is hardly .a purposive

element of the planning strategy ‘ L.
: But in periods of overt conflict and changey  the educational planner
will be laden with a‘new~agéndat The divergence between the' functions of .

the educational system and the requiremegfs of the workplace'will stimulate

'

an extensive period of gducational and,workplace reforms to create a new
§

0

SYuthesis of correspondence ‘between the two institutions. This very active

)
1

phase of reform will create new tasks for the'educational planner in the L
design and implementation of the reforms. What 1is significant,‘of course,

’

"is that the role of the planner will be essentially logistical rather than

3

instrumental.- Paradoxically, reforms which might not have been attainable

_-,-5

in an'earlier period wi&l now become dominant, while some traditional .
‘educational‘practices will subside. Yet, the educational planner will be a
Itechnician in assisting the process, not an architect. The planner will
‘attend to the details of 1mplementation, not the Strategy of changei ‘ Q;{

4

While the more heroic’ aspects of educational® planning are surely

i
B

deflated by this assessment, it would seem to be a more useful and productive:

[

context for thinking about both the potential and limits_of'educational

planning than the more prevalent view of ,planning and managing social chinge.

The‘latter.concept of'planning has neither an historical basis, nor does it
have predictive value. Only)when the educational planning exercise is

Y ‘

‘ placed“in‘its proper perspective will we be able to aSsessrproperly its_

function ‘and performance. With or without educational planners, it is llkely h -
T e

that we will see greater workplace democraCy over thé next generation and

corresponding changes.in the educational system. -Good educationaL\giijning

may go far to make that transition a smoother one.

.

:l:?,‘




. others under the tentative title, The Dialectic of Education and Work -

. - The most important educational theorist who advocated this view was
David Snedden. See his biography in Drost 1967. Also, a comparison

_ purpose is to examine this history in a dialectical, context. No attempt

~ of the school during this period as well as the more general effects that
Mgeientific management" had in molding personal values and political omes.
‘On the former see Tyack 1974; Callahan 1962; and Meyer, Tyack, Nagel, and

.. The importance of the Massachusetts example is that it was an early leader
. had little political or bureaucratic power. Rather, it was his philosophic

. The development of this section owes much to the earlier work of Michael—f
"Carter 1976. While' my formulation of the dialéctical relationship

L e T
y o FOOINOTES P o

This monograph is based heavily upon the contributions of the .author

to a much more ambitious project carried out by the Center for Eé%nomic .
Studies on "Educational Implications of Industrial Democracy." Much of
the support for that project was derived from the Natiopal Institute
of Education of the-U.S. Department of Health, Education, and Welfare
as well as the support of the author as a Fellow in 1976-77 at the
Center for Advancéd Studies in the Behavioral Sciences by the National
Science Foundations and the Spencer Foundation. The complete study :
will be published ip the future by Henry ‘M. Levin ‘and Martin Carnoy and

L]
0y

-

of the vfews of Dewey 'and Snedden is found in Arthur Wirth 1977. .. " St

It is important to point out that this section will focus on a general
analysis of the historical relation between education and work. The -

is made to carry out.separate analyses for men’and women or for different
races orrindustries. However, some insights are offered on these aspects,
and present research is attempting to apply the more general analysis

to these*specific groups. ., v v

?

This interpretation is consistent with the speécific transformations

Gordon 1977.. On the latter, see Haber 1964 and Noble l977.

among the states in American education. In this sense, it represented a
harbinger.of what was to come. It is important to note that Horace Mann

and persuasive power that make him important in this movement.

is somewhat different than Carter's, ‘my thinking on this subject has been
heavily influenced by his analysis

The most basic of these contradictions is that reflected in the capitalist
relation itself. Capitalist owners and workers have different class interests.
The former wish to maximize their profits and the accumulation of capital,
while” the latter wish to obtain as large a wage as possible while minimizing
their contribution to a labor process that is alien to their personal needs.
But, maximum profits and capital accumulation depend upon the extraction
of a maximum of work from the. employee while paying the worker only the
minimum requirement for the reproduction of his.or her labor power. As

we noted, capitafism mediates this'contradiction through the. hierarchal

and minute division of labor as well as an educational system that contributes

-

s e
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10.

11.

i&

12.

13.

14.

15.

w

16.

Y

18.

19.

‘reporting accurate time serYes on the symptoms of worker dissatisfaction.

ESOPs. ' »

to the reproduction of the social-division of labor under capitalism See

K. Marx l967 Parts III-VI and l964 . -

_For_the U ted States see R. Freeman 1976 and for Western Europe see H.
Levin 197 : ‘
U.S. estimates of economic growth can be found in Fromm 1976. For
Western Europe more generally;-see OECD 1977. - :

The displacement “of high school graduates by college graduates in the-
job que is discussed in Berg 1970 and Thunow 1975

Berg l976 has areued that the.poor qualitv of such data are indicators

of the low priorities attached to workers by managers as well as the fact
that such information might be interpreted as a reflection of poor manage-
meit\k In the latter case there is a disincentive to '‘collecting and

Also see Herrick l975 for a, discussion ‘of the necessary data and their
formulation ; ..

Thig is reflected in. such major investigations as Henle 1974 and .

nFlanagan, Strauss, and Ulman 1974,

- ”""“}« .
See for example, the following T.F. “Lyons 1972; Katzell and Yankelovich
1975; Hedges 1973 and 1975; Bureau of National Affairs 1970; and

Flanagan et al. 1974

1

B.L. White 1960 Newman l974, and Schneider and Snyder 1975 represent
just a few examples of this volumirous literature.

An analysis of this phenomenon within the overall framework of contemporary
U.S. monopoly capitalism is Wyckoff, 1975. Herrick 1975 discusses ten aspelts
of counter-productive labor activity and suggests methods for estimating
their magnitude .

a

The relationship between the social and technical context of ‘the workplace
is emphasized especially fn the work of the Tavistock group. See for' -
example, Emery and Trist 1960 and 1969. A comprehensive analysis of

both theory and practice with respect to the sgcio—technical approach is

Susman 1976.

See Joint Economic Committee (June 17, l976) for an overall analysis of

1

See H. Schauer for a cr1tique A major structural conflict is the fact

-that the legal obligation of corporate boards is to serve the interests

of shareholders. To the degree that’these obligations conflict with the
concerns of workers, worker representatives are obligated to go against
themraawn interest. See Bégtln 1976.

For more details see Jenkins 1974a: ‘Chap. 7 I. Adizes l97l Vanek

19715 Horvat 1976; Blumberg 1968: Chaps. 8 and 9; H. Wachtel 1973.

LR ey oy mn py g




20.

21.

" 22.

23.

24,

25.

27.

28.
29.
30.
31.
32,
33.

34.

. See for example, A. Glyn and B. Sutc

In this respect the Work in America report might be given symbolic

. Health, Education, and Welfare 1973.
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For eXample, see R. Walton 1975 for a specific discussion and L. Davis

‘and A. Cherns 1975.for ‘a diverse set of perspectives on this topic.. These

criteria also comport well with the conceptual framework set qut by
Herzberg '1966. : ' . :
& . 4

In the public\sector this criterion might be the amount of resources
controlled by the agency. If an increase in productivity results in a
decrease in budget and personnel — because ,of greater efficiency — |
there will be little managerial incentive to increase productivity See
W. Niskanen 1971. »
For more detail see S. Marglin 1974 and H. Braverman 1974.° -

(
See E. Kay 1976 for a general view of jthe problems of middle managers
and the causes of their discontent.

This is an especially important possiblity, given the empirical“results
that have tied highet productivity to increased worker participation See,
for exsmple, P. Blumberg 1968: Chaps 5 and 6. .

While we have referred to the rise of education in this context, the role
of the state is reflected in E.P. Thompson 1964. Also, see Chapter 10

of Levin and Carnoy, forthcoming

fe 1972, especially Chapter 8.

o
Quoted in D. Wedderburn 1977:166. riginal taken from E. Blatstone and
P. Davies 1976. Also see R. Hyman” 1973 and F. Furstenberg 1977.

. | o ‘

For commentaries on the earlier period see T.L. Johnson 1962. The
latest legislation is summarized in Ministry of Labour, Sweden 1975. The
latter concerns itself primarily with the omission of paragraph 32 of

' the 1906 agreement between the LO and SAF which gave the employer the sole

right to hire and fire.

For a description, see Rehn and LundUerg.l963 and Meidner and Andersson 1973.

i

Even .during the high unemployment period of the thirties, working class

. consciousness did not seem to emerge as reflected in surveys of attitudes.

S. Yerba and K Schlozman l977.

importance beyord its ostensible recommendations. See U.S. Department of ’

"

For a general analysis of internal labor markets see Doeringer and Piore
197L. : ' v , -

See the analysis of the. interrelations between hierarchy and participation

in A. Tannenbaum et al. 1974. ‘ . L

Sée for example, the studies cited in U.S. Department of Health, Education,
and: Welfare, Work in America,- l973 Chap. 4 and Appendix, Blumberg 1968; - |

-

™




_ % 35.
' 36.

37.
38.

39.

40.

41.

42.

43.

44,

45.
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Jenkins 1974a; B. Smith 1976; and Katzell et al., 1977. *

See G. Susman 1975; E. Thorsrud 1975; Emery and Thorsrud 1969; Thorsrud,
k‘jorenson, and‘Gustavsen 1976; Bernstein 1976a; Davis and Trist 1976.

. Thoughtful analysés of particular forms of worker participation are
found in Bernstein 1976a; Greenberg 1975 and Blumberg 1968.

This account is taken primarily from R. Walton 1976 and'L.yKetchum l975.

See The Economist (May 29, 1976: 87) and Business Week-(May 19,,1975;,52).

The information used hére on the Scanlon Plan is derived from National *
Commission on Productivity and Work Quality 1975; H.M.F. Rush 1973 42-50;
and D. Jenkins 1974a..222-224

0f course, the fact that an. ESOP is uSuaﬁly a management-initiated deVice_
to raise capital at a relatively low cost means that the existence of

an ESOP does not mean that worker participation and control will necessarily
follow. See Joint Economic Committee 1976

'See, for example, S. Marland 1974 and K. Hoyt et al., 1972.

See an elaboration of these criticisms in Behn et al. 1974. Studs .- f
Terkel 1974 provides interesting insights on the dignity issne. Also
see Grubb and Lazerson 1975. v ‘ g

In a'national U.S. survey in 1977, 83 percent of respondents approved this
trend. Gallup 1977:36.

-
This issue was not considered by the special study of the College Entrance
Examination Board, but it is consistent with the evidence provided in the
report See Willard Wirtz et al., 1977. .

1
L}

Micro-political educational refoims refer to changes in the intermal
governance of education that alter the traditional decision-making process.

" For more. detail see H. Levin 1976a and Levin and Carnoy, forthcoming, Chap. 1l.

‘.

. Also see K. Wilcox 1977 for an- extensive empirical study that supports this
conclusion .

i
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