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General Summary

Worker Attitudes and Values and Prospects for Workers’ Participation

This report gives the results of an inquiry based on a sample of almost
900 male employees who were resident in the Dublin area in 1977.} The
results show that workers are decisively in favour of increased opportunities
for employees to have a significant influence on the manner in which their
own tasks are organised and the way in which their organisations are run.
Less than one in four of those interviewed in this study felt that giving
workers more say in running their firms would not make things any better,
and those who were willing to register the strongest level of agreement
constituted less than one per cent of the sample. The number willing to
accept that managers know what is best for the firm and that workers should
do what they are told was almost identical, as was the intensity of agreement.

There was no significant variation across socio-economic group in response
to the previous questions. However, other questions relating to participation
did produce a more differentiated pattern of responses. Thus, while almost
three-quarters of semi-skilled and unskilled manual workers think that manage-
ment should give workers a lot more freedom to organise their work in their
own way, this is true of less than half of the higher white collar group.
Similarly, while four out of ten of the lower manual group feel that most
decisions taken by managers and supervisors would be better if they were taken
by the workers themselves, only one in ten of the professional, managerial
and admijnistrative group expresses agreement. Statements which have fairly
obvious implications for ‘“management’s right to manage” produce the
sharpest variations in response while those which are couched in terms
which suggest influence rather than control are more likely to draw general
support. In any event, whatever reservations the upper socio-economic
groups have, their attitudes cannot be characterised as authoritarian and the
fact that the overall ratio between positive and negative responses is approxi-
mately two and a half to one provides significant encouragement for supporters
of workers’ participation.

The work values of the employees included in this study would also seem
to provide considerable grounds for optimism for those who argue that jobs

1. Details of the sampling procedure are provided in Appendix A. The complete questionnaire is
available in Whelan (1980).
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should be redesigned to allow for greater complexity and discretion. Given
the choice, the vast majority of employees would opt for jobs which give
them the chance to use skills and exercise initiative. If workers express
satisfaction with jobs which, to the external observer, appear devoid of such
opportunities, it is not because they do not need or want work which is
intrinsically rewarding, but because they are judging their jobs in terms of
what they believe to be realistically available to people like themselves.

The question which must be faced is why, given such positive dispositions,
participative ideas have been given so few concrete expressions. One part of
the answer lies in the existence of other values and attitudes which help to
produce a much less straightforward picture. Thus, workers are concerned
about extrinsic rewards such as pay and security in addition to the actual
nature of the work they carry out and the relative importance of intrinsic
and extrinsic rewards varies significantly across the life cycle. At the stage
of the life cycle where responsibilities for dependants are greatest and
financial demands most pressing, extrinsic rewards are the most powerful
influence on job satisfaction. Furthermore, the idea that further increases in
extrinsic rewards became unimportant once a certain absolute level of reward
has been achieved cannot be sustained. Satisfaction is relative: workers
compare their own situation with that of significant others. This fact helps
to explain why the widespread view that manual workers are preoccupied
with pay and security, while white collar workers are predominantly con-
cerned with the intrinsic content of the work, is seriously misleading. Workers
are concerned with both intrinsic and extrinsic rewards and it is their relative
situation on both dimensions which is crucial. Attempts to redesign jobs to
provide greater opportunities for participation can have an impact on both
dimensions. Furthermore, such effects may not be restricted to those directly
involved in the scheme but may extend to those who are concerned to
maintain their relative positions.

Schemes to introduce increased workers’ participation necessarily involve
some attempt to change the nature of the current relationships between
managers and managed. The prospects of success must, at least in part,
depend on the degree of trust which is characteristic of existing worker-
management relationships. In this study highly positive attitudes towards
workers’ participation were found to go together with class related attitudes
which, by any standards, are indicative of strikingly low levels of trust in
management. Thus, seven out of ten manual workers were of the opinion
that most managements will try to put one over on workers if they get the
chance, and almost half the lower white collar group were in agreement,
Almost three out of four manual workers considered that most managements
are interested in people only for what they can produce. On this occasion
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over half the lower white collar group offered support for this view. Manual
workers and the lower non-manual group also felt that full teamwork in firms
is impossible because workers and management are really on opposite
sides and almost two out of five of the professional, managerial and adminis-
trative group expressed at least some degree of agreement. Among the lower
socio-economic groups the ratio of negative to positive responses approaches
three to one. ‘

Furthermore it is those who are most in favour of workers’ participation
who are most distrustful of management. It would be possible to construct a
measure of workers’ participation in such a manner that the foregoing would
not hold true. However, in order for the participation items to be independent
of evaluations of management it would be necessary to operate with a con-
ception of workers’ participation which had no necessary implication for
management’s right to manage. It is difficult to see what practical relevance
such a measure might have.

Work Design and the Social Meaning of Work

In considering the prospects for workers’ participation it is not sufficient
to consider how those who are subject to management think about work and
management. It is equally important to understand that the way work is
designed provides a source of information about the manner in which super-
ordinates think about those who are under their control. Trust and distrust
may be manifested not only in terms of personal interaction but by means
of the roles, rules and relations which workers are subjected to. Thus, a
worker who observes himself to be subject to close supervision and tight
co-ordination may see these procedures as a reflection of the view of his
superordinates that he cannot be trusted to perform in accordance with their
goals and values. The distrust of management shown by such workers may in
part, at least, be based on that perception.

It is those workers who are most closely supervised and whose work offers
least opportunity for the exercise of skills who are most distrustful of manage-
ment. Consequently, it is not surprising that the job-enrichment approach,
which is based on the thesis that increasing skill by increasing discretion,
work variety and complexity of decision making, will bring about improved
worker-management relationships, has gained wide support. This approach
has, however, been rejected, on the one hand, “because workers are not
really interested”, and, on the other, “because management are so authori-
tarian that it would prove impossible to implement the requisite changes”.
The view expressed here, though, is that the job-enrichment approach is
defective not for the foregoing reasons but because it neglects the social and
political aspects of skill. The evidence available in this study does show that
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those who were least closely supervised and whose jobs involved the greatest
degree of complexity of interaction with data and people were most trustful
of management. However, complexity of work with objects produces no
such effect and when other class related factors are controlled for neither
do the other measures. Such findings cast considerable doubt on the thesis
that increased discretion and complexity per se will produce improved
worker/management relationships. The evidence points to the importance of
the manner in which discretion is achieved and the extent to which it is
legitimated by superordinates. It is perhaps too extreme to suggest that job
enrichment can only work on management’s terms. However, it is true that
the impact of changes in discretion has to be understood in the context of
control systems which are, to a significant degree, a consequence of the
existing balance of power between interest groups within the organisation.

The central theme of this paper is that class related factors are significant
not only in shaping wants and expectations but in determining their practical
consequences. The implications of the findings reported in this study are not
that workers are uninterested in, or unaffected by, changes in work organisa-
tion, but rather that (i) discretion is intimately related to power, and (ii) that
it is difficult to formulate proposals for changes in work organisation which
do not have implications for both intrinsic and extrinsic job rewards and for
the relative position of different groups of employees. Given this, it is difficult
to sec how changes could be impleraented other than through established
collective bargaining procedures. Furthermore, there is evidence available to
suggest that there may be definite limits to any strategy which concentrates
attention entirely at the enterprise level. Thus, while the responses to the
questions relating to management in general showed levels of distrust which
were extremely high, less than one in ten of the sample think that their own
management’s treatment of workers is below average. A worker’s relative
evaluation of his own management does have an effect on his attitudes to
management in general, but the limited nature of the effect is such that
work experiences with one’s current management cannot provide a complete
answer.

The significance of factors going beyond the individual organisation cannot
be denied. It is interesting to note that while closeness of supervision and
complexity of work do not affect trust in management independently of the
individual’s current class situation, factors such as father’s occupational
stratum and the proportion of a respondent’s close friends who are in non-
manual occupations do have significant independent effects. The significance
of factors such as social origins and friendship patterns, together with the
fact that the evaluation on which they have a significant impact is that of
management in general, indicates that worker/management relationships are
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influenced not only by the individual’s personal experience of work but by
an understanding of the wider class structure which is derived, at least in
part, from the experience of kin and friends. It is also necessary to stress
that the reaction of trade unions to workers’ participation at any level is
not purely a consequence of factors internal to the enterprise but is influenced
by wider factors relating to trade union structure and to conceptions of the
appropriate role of a trade union and, more generally, the trade union move-
ment as a whole.

Workers’ Participation, Power and the Role of Trade Unions

The strategies which trade unions pursue are not independent of those
adopted by other actors in the industrial relations system, In general, increases
in interest in workers’ participation have gone together with attempts to
incorporate trade unions into institutional arrangements designed to cope
with problems of inflation and unemployment. The available evidence
suggests that workers’ participation legislation and formal agreements on
democracy have involved attempts to accommodate labour within capitalist
economies and have, as such, reflected the exercise of power by workers as
much as they facilitate it. Furthermore, it would appear that once a specific
participation scheme is introduced its further development depends, to a
large extent, on the mobilising efforts of the unions involved, on their
ideological orientation and their organisational history and cohesion. Thus,
attempts to separate discussion of the prospects for workers’ participation
from the role which trade unions play, seek to play, and which others wish
them to play in the wider political system are unrealistic.

The successful pursuit of workers’ participation as a general strategy
would appear to require what has been described as a substitution of political
exchange for economic exchange. This strategy implies an under exploitation
of short term market power. The gains that may be received are in terms of
political power which may in turn be viewed as strengthening the capacity
for the achievement of future benefits. The question of whether this is a
desirable trade union strategy is clearly a political rather than a factual one.
There are undoubtedly many who would argue that the primary purpose of a
trade union is permanent opposition rather than the transformation of
authority structures. In any event there are difficulties involved in pursuing
such a strategy in Ireland which stem from the interrelated factors of trade
union members’ consciousness and the structure of the trade union movement.

The evidence presented in this study demonstrates that Irish trade unionists
display extremely high levels of distrust of management but that this lack of
trust is not a consequence of a systematic questioning of the criteria under-
lying the distribution of job rewards which could be described as class
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conscious. However, a predominant concern with restricted comparabilities
rather than with the wider structure of inequalities does little to inhibit
industrial conflict and makes movement from economic exchange to political
exchange more difficult. Political exchange strategies, and most particularly,
incomes policies raise the possibility that an interpretation gap may arise
between the hierarchy and at least some section of the rank and file, Trade
unions have to be capable of convincing their members or be strong enough
to resist immediate pressure. Judged in these terms, the Irish situation, with
a multiplicity of unions, a variety of bargaining strategies and the need for
the Irish trade union leadership to be circumspect to make sure it is followed
by rank and file membership, provides conditions which are far from ideal in
enouraging the adoption and successful pursuit of the kind of political role
necessary for full realisation of the possibilities inherent in workers’ par-
ticipation schemes. One can accept that individual trade union members
will approve changes in trade union structure only to the extent that they
expect them to be better suited to the achievement of objectives such as
security of employment, security of income and improvement of working
and living standards. However, it is necessary to emphasise that workers’
wants are not confined to extrinsic rewards. They also want jobs which are
more interesting and which offer greater opportunities for discretion and,
more generally, to have a greater say in running the work organisations in
which they spend a great part of their lives, The achievement of such objectives
would require trade union involvement at a variety of levels. However, it is
unlikely that trade unions will be able, or be permitted, to play such a role
except as part of a wider political involvement.

Conclusions

The relationships between discretion, power and trust provide a variety
of possibilities and difficulties at task, enterprise and industrial relations
system levels. If progress with regard to workers’ participation is considered
to be disappointing it is not because workers are naturally indifferent or that
management is naturally authoritarian. Rather, when the issue of workers’
participation, as a general strategy, is pursued it raises questions relating not
only to the organisation of tasks but, more generally, regarding both the
division of labour and the distribution of rewards. In any event, we hope it
has been made clear that current structures for the control of work cannot
be seen to reflect simply what workers want from work.




Introduction

Prospects for Workers’ Participation

In endeavouring to provide some evaluation of the prospects for workers’
participation it will be necessary to consider distinct but related sets of
questions. The best way to introduce what follows is to outline briefly the
nature of these questions.

(1) Perhaps the most obvious question relates to the extent to which
employees and more particularly critical sub-groups of employees are in
favour of participation. To consider just one possibility — are managers’ and
supervisors’ attitudes so authoritarian that it is pointless to pursue the topic?

(2) While attitudes to participation might seem the obvious starting point
the question of ‘“‘to what purpose workers wish to participate’’ is perhaps more
fundamental. What do workers want and expect from work? What factors
contribute to job satisfaction? What role can participative structures play in
increasing satisfaction?

(8) Why do workers’ values and expectations take on a particular pattern?
Can one move from the choices which workers make to conclusions about
the prospects for workers’ participation? If not, what sorts of intervening
factors must be taken into account? Do the complicating factors relate to
constraints on freedom of choice with regard to work values, or to obstacles
to the concrete expression of such values or to both?

(4) Even if one presumes a strong desire for participation and work values
favourable to such developments one must consider the separate question of
the climate of relations between management and workers. If management
takes the initiative, are workers likely to see it as an attempt by management
to ‘“put one over on them’’?

(b) What aspects of work and class and situations are likely to affect the
degree of trust existing between management and workers? More particularly,
are participative schemes which increase discretion, work variety and com-
plexity likely to lead to improved management-worker relationships?

(6) Finally, it is necessary to consider what sort of conditions are likely to
prompt participation initiatives and to evaluate their likely consequences for
the industrial relations system.
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What Workers Want From Work

The starting point of the chapter that follows is a consideration of what
workers want from work. The position one adopts on this issue has a crucial
influence on one’s approach to the question of workers’ participation. The
available evidence suggests that even among Irish researchers and teachers
there exists a considerable variety of views. In considering the most influential
of these we argue that notions of hierarchies of needs which are at the root
of certain approaches to workers’ participation are less than useful, The
reason for this is that satisfaction is relative rather than absolute. Job satis-
faction and work priorities have to be understood by locating them within
the structured set of social inequalities which condition their development,
One has to be concerned not just with the choices workers make but the
conditions within which they make such choices.

Discretion, Power and Attitudes to Management

Throughout the rest of the paper we will be attempting to demonstrate
that class factors are crucial, not only in shaping workers’ wants and expec-
tations, but also in determining the manner in which they are given concrete
expressions. The likely success of worker participation schemes cannot be
predicted solely from what workers want from their jobs or the way in
which they understand work, although such priorities are, of course, relevant
to any attempt to assess what is possible. The existing design, organisation
and institutional and legal context of work imply certain values and pre-
ferences as against others. It is necessary to consider, in addition to the
personal meanings which workers attribute to their work situation, the
manner in which the principles underlying the design of work have developed
and, within that context, develop an appreciation of the way in which
management-worker relationships are understood. Thus in Chapter 2 we have
attempted to move beyond questions relating to the desire for discretion to
an examination of the relationships between discretion, power and trust.

Skill, Organisation and Management-Worker Relationships

In Chapter 3 the argument is developed for locating work discretion and
complexity within the broader framework of management-worker relation-
ships, The available evidence, it will be argued, points to the importance of
appreciating that the consequences of particular work experiences cannot be
adequately comprehended independently of the wider class structure in
which they appear. In particular, complexity or discretion divorced from class
situation appear to have little impact on workers’ general response to manage-
ment, This finding raises questions with regard to attempts to change the
quality of management-worker relationships by schemes which are directed
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mainly at altering the technical content of work.

The Social Context of Workers’ Participation

In Chapter 4 the implications of the results presented in the previous
chapter for the prospects for a variety of forms of workers’ participation
are considered. The evidence presented in this paper and that available from
other inquiries points to the need to consider the potential for, and hkely
impact of, work restructuring and other forms of workers’ participation in
the light of the realities of the distribution of power within organisations
and in the wider society. In particular, it is argued that in the current economic
and political circumstances attempts to separate discussion of the prospects
for workers’ participation from the role which trade unions play, are asked
to play, and seek to play in the wider political system have become increasingly
unreal.



Chapter 1
Work Priorities and the Design of Work

Assumptions Regarding Workers’ Motivation

We have already given considerable attention to the problems of workers’
priorities in a previous publication (Whelan, 1980). We are returning to the
question because the assumptions one makes regarding workers’ motivation
‘have such a significant influence on the way in which one approaches the
questions of workers’ participation and because such a variety of views have
been promoted.

Murphy and Walsh (1978) provide evidence of the contrasting views which
can be found among Irish researchers and teachers. Thus there were those
who felt that people were happy with money and job security. Money, they
observed, can be a great solace and can make up for a lot of boredom and
machine tending. Others took the view that people at work at all levels are
very interested in the quality of their lives at work and in ways of improving it.

These views reflect the diversity of positions to be found in the literature.
We do not intend to provide a comprehensive review of the literature on
workers’ motivation. However, a brief consideration of some of the most
general positions is necessary. Almost all theorists distinguish between
intrinsic factors (independence, achievement, curiosity) and extrinsic factors
(wages, security, working conditions). For present purposes it will be sufficient
to compare the following broad approaches:

(i) those which suggest intrinsic factors are of primary importance for
all workers;

(ii) those which argue that the intrinsic components of the job are most
important for some groups of workers, such as white collar or highly
educated workers, but not for others.

The academic approach to work motivation with which practising managers
are most familiar is that of American social psychologists such as Argyris,
McGregor, Likert and, in particular, Herzberg. Their approach is psycho-
logical in that they analyse occupational attitudes and behaviour in terms of
personality needs. They are universalistic in that they maintain that there
are certain needs shared by workers of all types and levels and that their

10
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responses to the work situation can be explained in terms of the extent to
which it satisfies such needs. The needs which are considered to be paramount
relate to intrinsic factors.

All of these authors were influenced greatly by Maslow’s view of human
motivation in which motives are conceptualised as hierarchically organised,
beginning with simple needs for survival and security and ending with the
need for self actualisation. Following this model Herzberg developed a theory
which was extremely important in influencing applied work relating to job
enrichment. For Herzberg the determinants of job satisfaction. are separate
and distinct from the determinants of job dissatisfaction. The occurrence of,
for example, advancement or recognition which are incentives intrinsic to
the performance of the work itself leads to satisfaction with one’s job but
their absence does not lead to dissatisfaction. Conversely, factors like poor
company policy and administration are a potent source of dissatisfaction,
but not important sources of job satisfaction. Satisfaction and dissatisfaction
are thus envisaged as separate dimensions, both determined by the operation
of quite distinct sets of factors. Herzberg’s theory has been seen as providing
a theoretical foundation for job-enrichment programmes., However, detailed
reviews of the relevant research? show that the evidence supporting the two-
factor theory is not sufficient to undermine those studies which demonstrate
variation in wants and expectations. It is to such variation that we will now
turn our attention.

Variations in Work Priorities: Constraint and Choice

Among those social scientists who, in contrast to the social psychologists
referred to above, emphasise the significance of variation in work priorities
there remain different views of (i) the nature of such variations and (ii) the
source or sources of such diversity as exists. Furthermore, as will become clear,
the position one adopts on sources will almost certainly influence one’s
conclusion regarding the character of variation in work values. The most
widespread view couples a “dispositional” perspective with an emphasis on
the significance of the manual/non-manual divide. Dispositional explanations
involve reference to inner states, dispositions or attitudes of the individual;
situational explanations rely on external, environmental characteristics. Dis-
positional explanations have been employed to ‘“‘explain’” high levels of job
satisfaction at the lower end of the occupational scale. Manual workers are
seen to respond to their jobs in primarily extrinsic terms and non-manual
primarily in intrinsic terms. Gruenberg (1980) observes that the specific

2. Vroom (1964), Dunnette et al. (1967), King (1970), Locke (1969), Wall and Stephenson (1970),
and Schneider and Locke (1971).
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reasons given for the absence of concern with intrinsic factors among manual
workers varies with the particular author. Among the reasons are:

(i) afailure to develop a need for rewarding work (Blauner, 1964);

(ii) having central life interests that revolve around family interaction
or consumption (Dubin, 1956);

(i) possessing values which stress activity rather than self expression on
the job.

All of these explanations have what Gruenberg describes as a strong
volitional trust. Thus, manual workers are seen to make choices in line with
their priorities. However, we wish to argue that the understanding of work
priorities given by the dispositional perspective is seriously deficient because
it fails to locate such priorities in the broader social context within which
they develop. Situational factors are crucial.

The problems associated with any effort to analyse workers’ priorities
begin with the difficulties involved in deciding how to establish the existence
of priorities. It might appear that the most obvious course would be to observe
the choices which employees make. An alternative is to proceed by means
of survey research to examine the effects on overall job satisfaction or dis-
satisfaction of intrinsic and extrinsic job components. However, neither
approach is devoid of problems.

The problems which can arise through an emphasis on choice can be
illustrated by an examination of The Affluent Worker study (Goldthorpe
et al., 1968). This study has frequently been presented as a major piece of
evidence supporting the thesis that many manual workers choose to develop
work preferences which involve a predominant concern with economic
rewards. Goldthorpe et al (1968) found that although many of the workers
in their study disliked the intrinsic content of the tasks they performed, this
did not produce any noticeable dissatisfaction with the firm as an employer
or with management and supervisors.

Most of the workers had chosen their jobs from a variety of alternatives.
However, it still remained true that a significant proportion expressed a
preference for some previous jobs. Such preferences were generally related
to intrinsic factors, to superior opportunities for greater autonomy, variety
and responsibility. The extrinsic rewards such as pay and securities of their
current jobs were seen to offer compensation for its intrinsic unattractive-
ness. The workers were not immune to intrinsic deprivations. It was certainly
not a case of the workers’ dispositions operating like a “local anaesthetic:
they can see the wound but feel no pain”.3
8. Daniel (1969), p. 872.
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The Affluent Worker study was carried out in Luton at a time of almost
full employment. However, even in such situations workers’ preferences are
not necessarily the decisive element in job allocation. A variety of conditions
must be met before this is so. Blackburn and Mann (1979) in their study in
the early ’seventies of the unskilled labour market in Peterborough, which
did contain a reasonable variety of types of employment, found that the
general structure of the labour market was predominantly hierarchical. Jobs
which were better than most on one characteristic tended also to be better
on others. The degree of congruence between workers’ priorities and job
characteristics was low. It follows from this evidence that an understanding
of the manner in which goals derived from dispositions or orientations can
be achieved is not possible without taking into account the objective con-
straints of the labour market. The importance of constraints on choice
became even more obvious when one considers the wider stratification
structure. Some workers can trade intrinsic benefits for extrinsic, or extrinsic
for intrinsic, while others are not in a position to engage in such trade-offs
and there are those who do not have to make such choices. In particular
higher level white collar workers can have both high material rewards and
satisfying work. What we wish to stress is that the behaviour choices and
attitudes of workers only makes sense when they are adequately located in
the wider social system within which they occur.

Job Satisfaction and Priorities: Measurement Procedures

Implicit in the argument up to this point is the view that job satisfaction
can be adequately measured only if the frames of reference through which
workers evaluate their objective conditions are taken into account. In this
study overall job satisfaction and satisfaction with pay, security, interest and
freedom to decide how to do the work, were measured by having respondents
locate both their current level of reward and what they felt they were entitled
to on an eleven point scale. The natural logarithm of the ratio of actual to
equitable was calculated for each dimension thus providing a measure of
satisfaction in terms of justice evaluation.* A measure of intrinsic satisfaction
was obtained by calculating the average level of satisfaction with how
interesting the work was and the degree of freedom afforded to decide how
to carry out the work. Similarly, extrinsic job satisfaction was measured by
averaging satisfaction with pay and security. The correlations of all pairs of
items are reported in Table 1. The criteria adopted to evaluate importance
is the extent to which intrinsic and extrinsic satisfaction are related to
overall job satisfaction,

4. See Whelan (1980), Chapter 3 for further details,
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Table 1: Zero order correlations of job satisfaction measures

Pay Security Freedom Interest Overall
Pay .36 .22 .22 .37
Security .33 .19 .34
Freedom 34 43
Interest 49

N = 887

Statistical Procedures and Results

Attention can now be turned to tests of specific hypotheses relating to
variations in priorities. As has already been observed dispositional explana-
tions have frequently been invoked to explain the high levels of satisfaction
reported by workers at the bottom of the occupational hierarchy. Such
workers, it is argued, report satisfaction because their needs are in fact
satisfied. They have no interest in intrinsic rewards and give them relatively
little weight in assessing overall satisfaction with their jobs. If workers from
lower socio-economic groups have values which differ from those in the
higher socio-economic groups, then in attempting to predict overall job
satisfaction from socio-economic group and intrinsic and extrinsic satisfac-
tion, one would expect a particular statistical interaction between (i) socio-
economic group and (ii) the effects of intrinsic and extrinsic satisfaction.
More precisely one would expect the effect of intrinsic satisfaction on
overall job satisfaction to increase with socio-economic standing and the
effect of extrinsic satisfaction to decrease.

These hypotheses can be tested by examining the results presented in
Table 2. The socio-economic group classification employed in this analysis
has been described in detail previously and is as follows:3

Professional, Administrative and Managerial
Inspectional Supervisory and Routine Non-Manual
Skilled Manual

Semi-skilled and Unskilled Manual

The procedures used are as follows. First job satisfaction is regressed on
three of the socio-economic group categories, omitting the semi-skilled and
unskilled manual group, who become the reference category of the analysis.
The resulting coefficients measure the net impact of membership in a par-

5. Whelan (1980), Chapter 2.
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Table 2: Multiple regression solutions for estimating the effects of socio-economic group
and of intrinsic and extrinsic satisfaction on overall job satisfaction (N =881)

Predictor (1) 2) (3) (4) (5)
Socio-economic group
Unskilled and
semi-skilled manual® -.26 -.26 -.08 -.04 -.04
Skilled manual .02 ~.03 -.02 .00 .00
(.02) (—.04) (~.02) (.00) (.00)
Clerical L09kF* ~.03 -.03 -.02 -.02
(.14) (-.05) (—.04) (-.02) (-.08)
Professional and
managerial 09k -.06 -.06 ~.07% -.07
(.11) (-.07) (=.07) (~.08) (-.09)
Source of job satisfaction
Intrinsic LG4k LB2% kK 63 F % 63 F*k
(.49) (.48) (.49) (.49)
Extrinsic 28wk L2BH Ak L25%%* 25Kk
(.27) (.27) (.24) (.24)
Interaction terms
Intrinsic:
Socio-economic group
Unskilled and
semi-skilled manual .62b .63b
(.48) (.49)
Skilled manual .08 .04
(.04) (.02)
Clerical -.02 ~.04
(-.02) (-.02)
Professional and
managerial -.03 -.04
(.00) (-.01)
Extrinsic X:
Socio-economic group
Unskilled and
semi-skilled manual .25b .25b
(.24) (.24)
Skilled manual .09 .08
(.07) (.06)
Clerical .06 .06
(.03) (.03)
Professional and
managerial -.17 =17
(-.05) (-.05)
Multiple R2 017 .393 394 .397 .398
Increment in R 376 .001 .004 .005
F - Ratio of increment 5.0 272.46 0.43 1.85 0.96
Degrees of freedom 3,877 2,875 3,872 3,872 6,869
P 025 .001 NS NS NS
Note: Number in parentheses = standardised regression coefficients.
a. Since this is the reference group, the effect is measured by the intercept.
b. This is the reference effect measured by the intrinsic or extrinsic variable.

*p< 05 **p<,025 ***P<,01.
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ticular socio-economic group, as compared with respondents in the lowest
point of the socio-economic group hierarchy. Then intrinsic and extrinsic
satisfaction are added in order to assess the extent to which each-of these
sources of satisfaction affects overall job satisfaction when socio-economic
group is controlled. Finally, a number of interaction terms are added,
allowing the effects of intrinsic and extrinsic satisfaction to vary for each
socio-economic group in order to see whether such interactions add signifi-
cantly to the predictive power of the equation. In Column 1 of Table 2
socio-economic group is shown to have a statistically significant but sub-
stantively modest effect on job satisfaction. The contrast is essentially between
manual and white collar workers with the former being somewhat more
dissatisfied. In Column 2 intrinsic and extrinsic satisfaction, not surprisingly,
are shown to be powerful predictions of overall satisfaction. The impact of
socio-economic group is shown to be entirely attributable to differences in
intrinsic and extrinsic satisfaction associated with socio-economic group.

In Columns 3 through 5 three interaction models are estimated. From
Column 3 it can be seen that there is no significant interaction between
intrinsic satisfaction and socio-economic group. Intrinsic satisfaction has a
substantial impact on job satisfaction that does not vary by socio-economic
group. Similarly, it is clear from the results presented in Golumn 4 that
extrinsic satisfaction has an important influence on job satisfaction which
does not vary across socio-economic group. Including both sets of interaction
terms in the same equation, as in Column 5, does not alter these conclusions
in any way.

These effects can be seen most clearly by adding the effects associated
with each socio-economic group in Golumn 5 to the reference effect associated

Table 3: Unstandardised and standardised regression coefficients of intrinsic and extrinsic
satisfaction as predictors of overall job satisfaction by socio-economic group

Unstandardised Standardised Intrinsic/
Intrinsic Extrinsic Intrinsic Extrinsic Extrinsic

Unskilled and semi-skilled

manual .63 .25 .49 .24 2.04
Skilled manual .67 .33 b3 .30 1.77
Inspectional, supervisory

and routine non-manual .59 .31 45 27 1.67

Professional, administrative
and managerial - b9 .08 .45 .19 2.37
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Table 4: Multiple regression solutions for estimating the effects of age group and of
intrinsic and extrinsic satisfaction on overall job satisfaction (N = 880)

Predictor (1) (2) (3) (4) (5)
Age group
18-292 ~-.24 -.07 -.05 -.09 -.07
30-44 .03 .00 -.04 .04 .01
(.05) (.00) (-.06) (.06) (.02)
45-54 .06 .01 -.01 .03 .01
(.07) (.01) (-.02) (.03) (.02)
55+ LI LR .05 .05 .05 .05
(.18) (.05) (.05) (.06) (.06)
Sources of job satisfaction
Intrinsic B9H*® 59k *x 63k 2% %%
(.48) (.54) (.48) (.56)
Extrinsic 2Tk %% 28k Q0% %k L 8FE
(.25) (.27) (.19) (.17)
Interaction terms
Intrinsic X:
18-29 .69° .72P
(.54) (.56)
30-44 . 28% %% 4 2%*k
(-.12) (-.18)
45-54 -.13 -.16
(-.04) (~.05)
b5+ .05 .11
(-02) (.04)
Extrinsic X:
18-29 200 18P
(.19) (.17)
3044 B Lbl 20k
(.12) (.19)
45-54 .07 11
(.03) (.04)
55+ .00 -.09
2 (.00) (-.03)
Multiple R .013 .393 .399 402 418
Increment in R2 .386 .006 .009 .025
F - Ratio of increment 4.0 415.01 2.89 4.37 6.21
Degrees of freedom 3,876 . 2,874 3,871 3,871 6,868
P .06 .001 .05 .01 .01
Note: Numbers in parentheses = standardised coefficients.
a. Since this is the reference group, the effect is measured by the intercept.
b. This is the reference effect measured by the intrinsic or extrinsic variable,

*p<.05 **p<.025 **+p<l,01,

with unskilled and semi-skilled manual workers as in Table 3. Examination
of the ratio of extrinsic to intrinsic standardised coefficients for each of the
groups shows that there is little variation and certainly no clear pattern of
decline in the size of the ratio as one moves up the socio-economic hierarchy.

The significance of these results can be illuminated by examining variations
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in priorities across age groups. In Table 4 a number of regression models
similar to those already presented in Table 2 are estimated. The 18-29 age
group is taken as the reference category. The results presented in Column 1
show that age has a statistically significant but modest effect on job satis-
faction with younger workers being less satisfied. From Column 2 it can be
seen that this effect is due to differences in intrinsic and extrinsic satisfaction.
However, the most important findings are those reported in Columns 3
through 5. The inclusion of terms for the effects of the interaction of intrinsic
and extrinsic satisfaction with age categories produces a significant increase in
the variance explained by the additive model. Those in the middle age groups
and in particular those in the 30-44 age groups place a greater valuation on
extrinsic rewards and a correspondingly lower valuation on intrinsic rewards.
Again these effects can be best illustrated by adding the effects associated
with each age group to the reference affect associated with the 18-29 age
group in the equation shown in Column 5. These results are shown in Table 5.
By calculating the ratio of the standardised intrinsic coefficient to the
standardised extrinsic coefficient for each of the age groups we can obtain
a useful summary of the variations in the effects of intrinsic and extrinsic
components which are formally represented by the interaction terms in
Equation 5 of Table 4. The values of the intrinsic/extrinsic ratio exhibit a
pronounced curvelinear pattern by age group. Thus the higher values of the
ratio indicating a particular emphasis on intrinsic rewards occur among the
youngest and the oldest age groups. Such a pattern clearly suggests the
possibility that the effects we are measuring are not a consequence of age as
such but of position in the life cycle. As we have observed elsewhere financial
demands and responsibilities falling upon a worker generally increase, if not
with marriage, then certainly with the arrival of children. In addition to the
extra expense created by children, the wife’s opportunities for contributing
to the family income are limited. It has been shown that family cycle effects
on disposable income are very similar for all occupational strata.® Thus

Table 5: Unstandardised and standardised regression coefficients of intrinsic and extrinsic
satisfaction as predictors of overall job satisfaction by age group

Unstandardised : Standardised Intrinsic/
Intrinstc Extrinsic Intrinsic Extrinsic Extrinsic
18-29 72 .18 .56 17 3.29
3044 .30 47 .38 .36 1.06
45-54 56 .29 51 .21 2.43
55+ .83 .09 .60 .15 4.0

6. Rottman et al, (1982).
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position in the life cycle is clearly associated with a number of factors which
significantly influence a worker’s financial resources, needs and responsibilities.
Perhaps the most obvious factor is the number of dependants for whom he
must provide financial support. The results set out in Table 6 show that the
effect of intrinsic satisfaction on overall job satisfaction decreases with
number of dependants and the effect of extrinsic satisfaction increases.
Once again a useful summary description of the relevant intrinsic term

Table 6: Multiple regression solutions for estimating the effects of number of dependants
and of intrinsic and extrinsic satisfaction on overall job satisfaction (N = 878)

Predictor (1) (2) (3) 4) (5)
Number of dependants
None? -.25 -.08 -.05 -.09 -.07
1-3 L08% % .03 .00 .02 .01
(.18) (.05) (.01) (.04) (.01)
More than 3 06* .01 ~.02 .08 .05
(.08) (.02) (-.02) (.11) (.07)
Sources of job satisfaction
Intrinsic G2¥ k% R 3% x* JT6¥%%
(.48) (.57) (.48) (.59)
Extrinsic L29% %% L29% %% Q1x*k J18% %k
(.26) (.27) (.20) (.17)
Interaction terms
Intrinsic X:
Number of dependants b
None .78b .76
(.57) (.59)
1-3 —23%%% =, 21 %*%
(-.11) (-.10)
More than 8 -.20% —.37%%%
(-.07)* (-.14)
Extrinsic X:
Number of dependants b b
None 21 .18
(.20) ( 17)
1-3 -.04 .02
(-.02) (.01)
More than 3 J29% %% 81 Tkt
(17) (:22)
Multiple R2 9 013 392 399 409 420
Increment in R .379 .007 .017 .028
F — Ratio of increment 5.6 272.27 5.22 12.52 10.49
Degrees of freedom 2,875 2,873 2,871 2,871 4,869
P 025 .001 .01 .01 .01

Note: Numbers in parentheses = standardised regression coefficients.
a. Since this is the reference group, the effect is measured by the intercept.
This is the reference effect measured by the intrinsic or extrinsic variable.

*'P< 05 **p< 025 ***xp<,01
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cffects can be obtained by referring to the fact that, as shown in Table 7,
the value of the ratio of the standardised intrinsic coefficient to the stan-
dardised extrinsic coefficient for the group with no dependants is over
three times greater than the corresponding figure for those with more than
three dependants.

Table 7: Unstandardised and standardised regression coefficients of intrinsic and extrinsic
satisfaction as predictors of overall job satisfaction by number of dependants

Unstandardised Standardised Intrinsic/

Intrinsic Extrinsic Intrinsic Extrinsic Extrinsic
None .76 .18 .59 .17 3.47
1-3 .55 .20 49 .18 2.72
More th;n 3 .39 b6 .45 .39 1.15

Conclusions

The results presented provide no evidence of significant variation by socio-
economic group with regard to the importance of intrinsic and extrinsic job
factors. Feelings of deprivation with regard to intrinsic job rewards are of
equal significance for unskilled and semi-skilled manual workers as for
professional and managerial workers. It is true, as we have shown elsewhere,
that positive attachment to work is much higher among the higher socio-
economic groups. It is also true that employees at the bottom of the socio-
economic hierarchy who are engaged in manual or routine work generally
report themselves as satisfied with their jobs.

The disparity between what appears to be objectively unrewarding nature
of work and the levels of satisfaction reported by those at the lower end of the
socio-economic hierarchy have encouraged explanations in terms of the failure
to develop a need for work which is intrinsically rewarding or the existence
of central life interests outside the work situation. We have argued here that
even if the existence of such’ different value systems could be established
they would have to be understood in terms of situational factors. In fact,
while as we have shown elsewhere,” there are significant variations in the
extent to which socio-economic groups are positively attached to, or enjoy,
their work and while it is also true that the levels of reward which they con-
sider themselves to have aright to are clearly different, the evidence presented
here shows that their responses to experience of what they regard as in-
cquitable treatment are substantially the same. Even if the experiences which

7. Whelan (1980), Chapter 4.
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a worker values most take place outside the work situation it does not follow
that he will be unconcerned with the quality of his working life. It can also
be shown that explanation of the lack of variation in reported job satisfaction
across socio-economic groups requires no reference to differential needs. The
available evidence shows that workers’ answers to job satisfaction questions
are given in the context of an awareness of a series of personal and social
constraints. They respond in terms of what “people like them” might
realistically expect. Questions which invite respondents to put aside such
constraints, such as those which ask respondents what they would do if they
could start their working life again, or if they would like their children to
follow in their footsteps, do produce significant variations in reported satis-
faction by socio-economic groups. The kind of comparison evoked by a
particular question has a significant influence on the respondent’s evaluation
of his objective situation,

The absence of significant differences in job reward priorities across socio-
ecnomic groups does not imply that class factors are unimportant in under-
standing job satisfaction. The effect of objective working conditions are
mediated by the meanings which those experiencing them attribute to them.
The need to take these meanings into account is clearly illustrated by the
fairly negligible relationships between objective job rewards and job satis-
faction. We have previously argued in detail that such meanings can, to a
significant extent, be explained by employees’ perceptions and evaluations
of the distribution of occupational rewards.® The meanings which workers
attach to such rewards are, to a large extent, a consequence of their location
in the class system, their generally accurate perceptions of this system and
the absence of any significant degree of structured conflict regarding the
manner in which work rewards are distributed between socio-economic
groups.

We have stressed the complexities of job satisfaction and, in particular,
that a failure to locate worker priorities in their broader social context can
be extremely misleading. We must also emphasise the rewards to be derived
from developing an adequate conceptual framework before attempting the
measurement or prediction of job satisfaction are by no means purely
academic. This can be quite clearly illustrated by comparing the prognosis
we offer from a consideration of workers’ priorities with regard to the
likely success of job-enrichment schemes, with those offered by a variety of
other authors. Itis quite clear that we are in a position to reject the argument
made by authors such as Strauss (1963) that emphasis on intrinsic job
satisfaction is an imposition of academics’ middle class values on manual

8. Whelan (1980), Chapter 3.
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workers and a refusal to accept their preferential emphasis on financial
rewards. However, it is still possible to accept that argument for the impor-
tance of the intrinsic content of work have frequently been presented in an
overstated and naive fashion. Thus the United States Health, Education and
Welfare’s Task Force Report (1973) Work in America argues without quali-
fication that:

What workers want most, as more than 100 studies in the past 20
years show, is to become masters of their immediate environment
and to feel that their work and they themselves are important, the
twin elements of self-esteem (Work in America, p. 13).

More recently Gruenberg (1980) has argued for a hierarchy of needs the
opposite of that suggested by Maslow (1943) in which there is no threshold
for the importance of self-realisation in work, but where there is an upper
threshold for the importance of subsistence needs. His data do not suggest
that workers must learn to appreciate, or need, intrinsic satisfaction, but are
much more compatible with the idea that workers mustlearn to value extrinsic
rewards as sources of satisfaction from work. They do this, it is suggested,
when intrinsic rewards are relatively unavailable but remain responsive to
increases in intrinsic rewards. Gruenberg concludes that these findings are
much more in line with the advocacy of job-enrichment programmes oriented
to expanding and enriching the work experience than with the traditional
labour union goals of increasing extrinsic rewards.

Our own results support the commonsense view that both intrinsic and ex-
trinsic factors affect satisfaction. The meanings which respondents attributed
to their jobs suggested the possibility of considerable success with job-
enrichment programmes which involve building into jobs greater scope for
personal achievement and its recognition, more challenging and responsible
work and more opportunity for individual advancement and growth. All of
the sub-groups examined exhibited a significant degree of concern with the
intrinsic content of their work. Employees have little choice but to spend a
great deal of their lives at work and, even in the absence of positive attach-
ment to their work, the vast majority of them are still concerned about the
nature of the tasks they must perform. However, these findings cannot be
taken as supporting the view that workers’ priorities are such that job-
enrichment schemes are sure to succeed. Workers are concerned about
intrinsic and extrinsic aspects of their jobs, about pay as well as how interesting
their work is, and the position taken here is that they actively seek satisfaction
on both dimensions, although there are significant variations particularly
across the life cycle in the relative importance of intrinsic and extrinsic
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factors. The reason why notions of hierarchies of needs are less than useful
is because satisfaction is relative rather than absolute. Satisfaction involves
maintaining a position relative to significant others rather than achieving
a particular level of reward, as such. Rather than upper and lower thresholds,
what one is faced with is socially determined expectations. Workers learn
what to expect from their jobs, and the importance of satisfying such expec-
tations with regard to both intrinsic and extrinsic dimensions is related to
situational factors such as position in the life cycle.

Throughout the rest of the paper we will be attempting to demonstrate
that class related factors are crucial not only to shaping workers’ wants and
expectations but also in determining the manner in which they are given
concrete expression. It is necessary to emphasise that workers’ preferences
are only one part of the picture. The existing design, organisation, institutional
and legal context of work also imply certain values and preferences as against
others. The likely success of job-enrichment schemes, and, in fact, all worker
participation schemes cannot be predicted solely from worker priorities and
work meanings, although such priorities and meanings are relevant to assess-
ing what is possible. If we are to go beyond this we must consider the manner
in which the principles underlying the design of work have developed and,
within that context, develop an appreciation of the way in which management-
worker relationships are understood. We must move beyond discretion and
the desire for discretion to a consideration of the socially structured relation-
ships between discretion, power and trust.



Chapter 2

Discretion, Power, Trust in Management and Attitudes to Workers’
Participation

Discretion and Power: The Role of Social Scientists

There have been considerable variations over time in the extent to which
social scientists have been concerned with the actual content of jobs. Thus,
as Blackler and Brown (1978) observe, in the years between the development
of time and motion study and the revelation of the Hawthorne studies, social
scientists played a very minor role in job design. Work design was essentially
the concern of industrial engineers. Social scientists had little to offer manage-
ment other than suggestions of marginal modifications suggested by studies
of fatigue and monotony. Hawthorne it seemed might change all that.

The experiments carried out at the Hawthorne plant of Western Electric,
located outside Chicago, in the mid-1920s developed out of the research
of industrial psychologists into the effect on workers of such environmental
factors as lighting, rest pauses, heating, etc., and in particular their relation-
ship to fatigue and monotony. In order to explain their results the investigators
were increasingly forced to take social factors into account. The three main
stages of the research were:

(i) A study of a small group of female workers, selected on the basis of
friendship choices and put to work in a special room, the relay
assembly test room, attempting unsuccessfully to relate output to
hours of work and rest pauses.

(i) As the puzzling results seemed to have something to do with em-
ployees’ attitudes and preoccupations, an extrinsic interviewing pro-
gramme which increasingly used non-directive methods was launched
in order to discover ‘“what’s on the workers’ mind”. The interviews
led to the “‘discovering” of among other things, restrictions of out-
put and sanctions against rate busters.

(iii) The observation of the Bank Wiring group for a period of six months
which confirmed the existence of a complex “informal” organisation
group control over levels of output, falsification of records and sub-
jection of rate busters to ostracism and physical intimidation.

24
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The early interpretation of the Hawthorne studies paid little attention to
the hostilities and survival techniques observed. Instead, the finding that
workers formed groups with elaborate norms and customs was stressed and
the beginnings of the model of the factors as a social system was stressed. ?
“Social man” replaced “economic man”. Although there has been con-
siderable controversy concerning both the quality of the evidence provided
by this research and the appropriate interpretation, nevertheless this “human
relations” interpretation was enormously important in influencing the
direction of subsequent inquiries and practical interventions. As Blackler
and Brown (1978) observe, since “‘social man”’ had needs which clearly were
not met by the jobs designed by industrial engineers, social scientists, even if
not proposing complete alternatives to such designs, might have been thought
to be in position to assert the relevance of their expertise for job design.

In retrospect it is clear that the reality failed to live up to the
promise. For social science in its new guise made little impression
upon the traditional organisation and design of work, based upon
the principles of division of labour, fragmentation and control.
Management and industrial engineers took note of what social
science had to say because it seemed to offer a way of making the
traditional system even more effective. (Blackler and Brown, 1978,

p. 13)

By far the greatest research effort and resources was focused on examining
the influence of workers’ attitudes and behaviour of the structure and quality
of inter-personal relationships. This research took the form predominantly of
an examination of the relationship between such factors as styles of super-
vision and leadership and group cohesiveness, morale and productivity.

It is from a perspective which is critical of such research that Braverman
(1974) argues for the importance of Taylorism. Taylor, he is at pains to
emphasise, dealt with the fundamentals of the organisation of the labour
process and control over it. The basic principles of scientific management as
set out by Braverman are:

(i) Dissociation of the labour process from the skills of the workers.

(ii) Separation of conception from execution.

(iii) Use of monopoly over knowledge to control each step of the labour
process and its mode of execution.

9. See Perrow (1972), Chapter 3.
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Later psychological and sociological schools were left to deal with the
adjustment of the worker to the system designed by the industrial engineers.

Work itself is organised according to Taylorian principles while
personnel departments and academics have busied themselves with
the selection, training, manipulation, pacification and adjustment
of “manpower” to suit the work so organised. Taylorism dominates
the world of production, the practitioners of ‘“human relations”
and ‘‘industrial psychology” are the maintenance crew for human
machinery. (Braverman, 1974, p. 87.)

During the 1950s and 1960s there was a re-emergence of interest by social
scientists in job design. Herzberg and McGregor questioned the efficacy of
the strategy of concentrating on social needs. Satisfaction of social needs
would simply result in a pursuit of satisfaction at a higher level. Thus Herzberg,
in particular, argued that jobs needed to be redesigned to allow for the
possibility of personal growth and development. Jobs had to be ‘“‘enriched”
in a manner which would fundamentally alter the opportunities for achieve-
ment, growth, recognition and responsibility within them. CGoncern with
job-redesign has been couched in the language of “self-fulfilment” and
“personal development”. However, a failure to give adequate consideration
to the nature of the relationship between discretion and power has led to
accusations that its exponents are like their predecessors ‘“‘the servants of
power”.10

The essential aspects of this critique are, as summarised by Blackler and
Brown,!! that job enrichment is essentially a management control device and
that such control is made possible by focusing concern on marginal issues
while the legitimacy and appropriateness of the present organisational
structure are treated as unproblematic. Management, it is argued, want
involved work forces but only if this can be achieved without threatening the
right to control. Herzberg himself is quoted counselling against participation
on the grounds that there is no telling where it might lead.

Not surprisingly proponents of job enrichment have been reluctant to
accept the validity of such criticisms. However, their ability to defend them-
selves against such ‘“‘external” criticisms from sociologists and political
scientists has been weakened by a series of “internal’ criticisms from people
working within the traditions of the job redesign movement. Among the
characteristics of such research identified by Blackler and Brown in their

10. Baritz (1961).
11. Blackler and Brown (1978), pp. 30-37.
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comprehensive review of such criticisms are the following:

(i) The studies suggest missionary zeal. The publication of
positive results only, and the employment of poor research
designs are characteristic.

(if) A lack of respect for precise evaluation is common.

(iii) The criteria used in evaluation studies usually relate to

organisational efficiency rather than psychological growth
(Blackler and Brown, pp. $7-44).

Such criticisms need not imply that job redesigners are intentionally
manipulative. Rather than engaging in moral condemnation it will be more
fruitful to attempt to understand the interactions between theory, power
and practice in the job design field. The importance of the manner in which
one conceptualises such relationships is demonstrated by the fact that depend-
ing on the line of thought one follows Taylorism can be considered either as
a failed ideology or as representing the basic principles of work down to the
present day.!? The former view, as Littler (1978) argues, is associated with a
failure to understand that “ideologies” or ‘“‘models’’ cannot be treated
as if they could be arranged along one dimension. The reason for lack of
equivalence is that some ideologies have greater structural implications than
others. The popular notion that Taylorism has been superseded by later
schools of psychology or sociology is a myth. To appreciate this argument
one must consider what Littler refers to as the institutionalisation of the
different idea systems. Thus, Taylorism, it is argued, does not need to exist as
a separate school because the knowledge and understanding derived from
Taylorism was institutionalised within industry in terms of the practices and
training of industrial and production engineers. Or, as Braverman puts it, its
fundamental teachings became the bedrock of all work design.

Control Strategies and Worker Resistance

Braverman’s emphasis on the distinction between the design of the work
process and adjustment to it serves the useful function of exposing the
limitations of the ‘“‘succession of ideas” approach to the history of job
design. However, by drawing too sharp a distinction between design and
adjustment Braverman himself falls prey to a form of historical romanticism.
Burawoy (1978) has described Braverman as setting “the separation of con-
ception and execution in motion, marching it through the history of capitalism

12. Littler (1978), p. 186.
13. Burawoy (197 8), p. 295.
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and casting resistance to the winds”.'*® Deskilling for Braverman, he observes,
-is far from being a smooth linear tendency, since the degradation of work
creates its own counter-tendencies. However, these barriers are cast aside as
surely as they are set up. It has been suggested that to present the develop-
ment of scientific management as a shift from a simple craft system to
Taylorism is to ‘‘bathe the early period of capitalism with a roseate hue”
(Littler, 1978, p. 195). Such a position ignores the importance of internal
contract systems and conflicts and exploitation between skilled and unskilled
workers which mar the image of paradise.!* As a consequence, Littler (1978,
1980) suggests he fails to understand that Taylorism must be understood as
a particular type of control system directed against particular forms of worker
resistance. Taylor, Littler argues, was concerned to destroy the solidarity of
work groups and to undermine the relationships between the foreman and
workers, and the internal contractor and workers.

The essential point which Littler draws from his analysis is that the
development of new structures of control are in important respects shaped
by the dynamics intrinsic to the existing structures of control and the need
to maintain conflict within acceptable bounds. This point can be developed
by examining the inadequacies of Braverman’s treatment of worker resistance.
Braverman places a great deal of importance on the uncertainty and vari-
ability which labour power presents to the employer. The problem of
management is that of reducing this uncertainty by capturing control over
the labour process. However, as Friedman (1977) observes, there are two
quite different sources of labour power variability. Labour power is variable
because (i) individual human beings are intelligent and are guided by subjective
states and (ii) because workers actively build organisations to resist managerial
authority. Braverman, Friedman argues, makes too strict a division between
the design of the work process which he sees as controlled by engineers and
those functions of selection, training, manipulation, pacification and adjust-
ment of the labour force. Management, he argues, is not a two tier process
where work organisation designed by engineers is sacrosanct and primary and
the exercise of managerial counter pressure to worker resistance is secondary,
both are managerial problems and are measured in terms of profits. If the
costs of scientific management are too great, alternative strategies will be
tricd and these may involve changes in the organisation of work processes.
Thus Braverman’s dismissal of the concern of conventional streams of social
with worker adaptation is a little too hasty.!® We would now like to develop

14. Monds (1976).
15, Friedman (1977), pp. 80-82.
16. Fox (1974), p. 95.
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the issues of power, discretion and worker adjustment employing the frame-
work of Fox (1974) which draws on precisely those studies dismissed by
Braverman.

Power, Discretion and Trust

The discretionary content of work roles requires that decisions or judge-
ments be made by the person occupying such a role. As Fox stresses, the
question immediately presents itself “in the light of whose interests, values
and goals will the decision be made”? This problem is particularly pressing
in the case of occupants of high discretion roles because of the rather lengthy
time span of discretion which characterises such roles. Thus the consequences
of decisions which have adverse consequences for the organisation may
only become evident after a great many have been made. Power enables
superordinates to minimise their dependence on subordinates by excluding
them from decision making in respect of issues, ranging from job design to
organisational objectives. In the terms Fox employs it allows a minority to
manifest distrust of a majority. Fox stresses that men manifest trust and dis-
trust and perceive others as responding in a similar manner towards themselves
not only in terms of personal interaction but also in terms of rules, roles
and relations which they impose on others or have imposed on themselves.

From this perspective it is apparent that dependency relationships are power
relationships. Since discretion can never be completely programmed out of
any work role workers always have a resource available which, to at least
some minimal extent, can promote dependency relationships. The effective-
ness of work-to-rule tactics demonstrates that management must always rely, at
least to some extent, on the initiative of workers. While this is true, there
are, of course, very substantial variations in the extent to which work roles
permit the exercise of discretion, Fox postulates two syndromes of defining
features which may be seen as characterising two sharply contrasting work
patterns. These he refers to as the low discretion and high discretion syn-
dromes. These syndromes, it must be stressed, are presented as ideal types.
They are standards of reference to which real life situations more or less
approximate.

The highly prescribed low discretion work role pattern is comprised of
five elements:

(a) A perceived disposition on the part of superordinates to behave
as if a role occupant cannot be trusted, of his own volition,
to perform according to their goals and values.

(b) The imposition as a consequence of close personal super-
vision, specific impersonal rules, or other forms of systematic
control.
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(c) The imposition, too, of tight coordination through externally
applied standardized routines and schedules, thereby ruling
out the open unrestricted communication and interaction
patterns more appropriate to certain kinds of problem solving.

(d) An assumption that failures or inadequacies of performance
result from negligence or insubordination; and

(e) A tendency for conflict to be conducted on a group basis
through bargaining, with an acknowledged divergence of
interests and the exercise of gamesmanship and other charac-
teristics of negotiation. (Fox, 1974, p. 73)

In contrast to this, occupants of high discretion roles are presumed to
have a personal commitment to an occupational calling and to the goals and
values of the organisation. Consequently close supervision and/or detailed
regulation by specific impersonal rules are considered inappropriate. The
emphasis is on a free flow of ideas, suggestions, criticism and consultative dis-
cussion. Furthermore, failures and inadequacies are seen to be a consequence
not of neglect or perversity but of low quality exercise of judgement. Dis-
agreements are resolved not by bargaining but by “problem solving’’ behaviour
where the emphasis is on assembling information, working new alternatives
or persuasion. ‘

Arec the emergence of the high and low discretion syndromes an automatic
consequence of a particular form of the division of labour? Do low discretion
roles necessarily imply low trust relations and high discretion roles high trust
relations? The answer to each of these questions is no. It is possible for
lower level participants in an organisation to display a willingness to trust
the leadership out of a conviction that the goals pursued and the means
employed to pursue them were such that they could approve of them. Thus,
the procedures by which discretion is restricted to a minority may be judged
by subordinates to be based on legitimate task related principles rather than
arising as a consequence of an arbitrary exercise of power. In the absence of
such a corporate commitment occupants of low discretion roles are liley to per-
ceive those roles not in terms of functional necessities but merely as a means
devised by management to serve its own objective. There may also exist
discretionary roles which management may tolerate although they consider
them unacceptable on technical grounds. Such a situation exists where
management considers that the capacity for disruption of a group is such
that any attempt to redefine their roles would not be a profitable exercise.
In such circumstances management is constrained to accommodate itself to
the exercise of a significant degree of discretion by those whom it does not
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wholly trust to exercise this discretion in the light of organisational goals.
Such a situation Fox notes accords with the paradoxical usage of the term
““trust”, a usage which in the phrase “We’ve got to trust them’ means in fact,
“We don’t trust them but feel constrained to submit to their discretion”, ”
Thus, both values and sources of power other than discretion may influence
the relationship between discretion and trust.

In the analysis which follows we will examine the relationships between
discretion, trust in management and attitudes to workers’ participation
among the sample of male employees chosen for this study. An adequate
understanding of the empirical relationships which emerge will require that
we return to the questions of power and legitimacy. More precisely it will be
essential that such relationships are rooted in the occupational stratification
system. In the remainder of this chapter attention will be concentrated on
(i) the development of measures of discretion, trust in management and
attitudes to workers’ participation, (ii) a description of the absolute levels of
trust in management and support for workers’ participation, and (iii) an
examination of a series of bivariate relationships between these attitudinal
variables and a variety of occupational and socio-demographic variables. In
the chapter that follows we will employ multivariate techniques to explore
the complexities of the relationships between class, discretion, trust in
management and attitudes to participation.

Development of Measures

The indicators of job discretion employed in this study were closeness of
supervision, complexity of work with data, complexity of work with objects
and complexity of work with people. Closeness of supervision was measured
by means of a four point Guttman scale with high scores indicating closer
supervision. The scale was derived from the following set of items.

(1) How much control does your direct supervisor exercise over your

work?
Does he decide what you do and how you do it? 1
Does he decide what you do but let you decide how you do it? 2
Do you have some freedom to decide later what to do and

how to do it? 3
Are you your own boss within the general policies of the

company/organisation? 4

(2) When he wants you to do something does your supervisor
usually:

17. Fox (1974), p. 95.
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discuss it with you? 1
or
Jjust tell you? : 2

(3) Is this always what happens?
Yes
No

N

(4) Is the speed at which you work controlled mostly
by the speed of machinery?
by your boss or supervisor?
by your work group?
by the amount of work to be done?
by yourself? 5

= 00 N~

Items (1) and (4) and items (2) and (3) combined were dichotomised at
scores of three or above. The coefficient of reproducibility was .98 and
the coefficient of scalability .70.

The measures of complexity were developed from a set of open-ended
questions. The coding frames employed (Kohn, 1969) have been described
in detail elsewhere. The classification system involved in each case is set out
below. Employees were allocated to the highest category relevant to their
jobs.

Complexity of Work with Data Required by the Job
(1) No significant relationship

(2) Reading instructions

3) Comparing

Copying

Computing

Compiling

Analysing

Co-ordinating

(

(4
(5
(6
(7
(8
(9) Synthesising

— e N e e

Complexity of Work with People Required by the Job
(1) No significant relationship

(2) Receiving instructions/helping

) Serving

(4) Speaking/signalling

) Diverting

) Supervising
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(7) Instructing
(8) Negotiating
(9) Mentoring

Complexity of Work with Objects Required by the Job
(1) No significant relationship

(2) Handling

(3) Feeding/offbearing

(4) Tending

(5) Manipulating

(6) Driving/operating

(7) Operating/controlling

(8) Precision working

(9) Setting up

Trust in Management and Attitudes to Workers’ Participation

The following items, although they were not presented to respondents
in the order set below were used to develop measures of trust in management
and attitudes to workers’ participation.

(1) Full teamwork in firms is impossible because workers and management
are really on opposite sides.

(2) Most managements will try to put one over on workers if they get the
chance.

(3) Most major conflicts between management and workers are caused by
agitators and extremists.

(4) Most companies could afford to pay their workers more without doing
their profits any great harm.

(5) Most managements are interested in people only for what they can
produce.

(6) Most decisions taken by managers and supervisors would be better if
they were taken by the workers themselves.

(7) Management should give workers a lot more freedom to organise their
work in their own way.

(8) Managers know what is best for the firm and workers should do what
they are told.

(9) Giving workers more say in running their firms would not make things
any better.

Respondents were asked to indicate whether they agreed or disagreed with
the statements, and how strongly they felt about them on the following
scale.
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Very Strongly Strongly Half and . Strongly Very Strongly
Agree Agree Agree Half Disagree Disagree Disagree
1 2 3 4 5 6 7

The first five items are clearly intended to serve as indicators of the
employee’s evaluations of management. As the references to “management
in general” suggest, the point of reference was intended to be wider than the
management in an individual’s current organisation. We may distinguish
analytically between three levels of trust:

(i) institutionalised trust which is a consequence of the general structure
of roles, rules and relations;

(ii) trust in the management of one’s own company or organisation; and

(iii) trustin a particular manager.

The second type of trust which can obviously have a significant influence on
institutionalised trust was dealt with in this study by including the following
specific question.

How do you think management’s treatment of workers in your
own company/organisation compares with management in other
companies/organisations you know?

Extremely Very Fairly About Fairly Very Extremely
Good Good Good Average Poor Poor Poor
1 2 3 4 5 6 7

The relationships between the first and second levels will be examined in our
subsequent analysis.

Trust relating to the personal level is beyond the scope of a sociological
study of the kind undertaken here. However, some consideration of the
rclationship between personal trust and institutionalised trust should clarify
the nature of the institutionalised dimension for which we do hope to provide
an adequate indicator. Fox develops the point that low or high trust at the
personal level can affect the way in which men structure their behaviours at
the institutionalised level. Thus, the rules, roles and permissible forms of
interaction may be influenced not only by amanager’s, or his superordinates’,
beliefs about men in general but also by those relating to specific men.
Similarly, where shop stewards particularly distrust an individual manager
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they may be especially anxious to formalise rules and procedures. It is
important to be aware of the limits we have set to our analysis. However, it
is equally important to appreciate the extent to which the personal and
institutionalised levels are distinct. Thus a manager or supervisor

.. may consider that although he personally trusts some sub-
ordinates and distrusts others, he would lose more than he gained
by trying to discriminate and must extend to all the same degree
of institutionalized trust or distrust. The personal trust felt by a
shop steward or trade union officer towards an employer or manager
may not mitigate the institutionalized distrust through which they
seek to limit his discretion on issues important to them. (Fox,
1974, p. 105)

An examination of the content of Items (6) to (9) should make it clear that
while the items were primarily intended to serve as indicators of attitudes to
workers’ participation, it would be implausible to expect responses to them
to be independent of trust in management. In order for the participation
items to be independent of evaluations of management it would have been
necessary to have constructed items operating with a conception of workers’
participation which had no necessary implications for management’s right to
manage. While it would be possible to employ such a conception of partici-
pation based on a non-zero sum view of influence, it was considered that
such a measure would prove less interesting and useful than the one it was
hoped to construct. However, we will return to the question of varieties of
workers’ participation in a subsequent section.

In order to develop the measures required it is necessary to examine the
interrelationships among the nine variables. Before conducting this analysis
the scoring for Items (2), (4) and (5) were reversed in order to ensure that
identical scores indicated responses which were, in substantive terms, similarly
positive or negative. With these reversals the means and standard deviations
of the items were as shown in Table 8. The correlations between the variables
are set out in Table 9. An examination of this table shows that there are
problems with the fifth item. The wording of this statement was that “Most
major conflicts between management and workers are caused by agitators
and extremists’’. The item was intended to serve as one of the indicators of
trust in management. However, the correlation of this item with the other
items which were intended to tap this underlying dimension, i.e., Items (1),
(2), (8), (4) is in each case near to zero. The item has its highest correlations
-.19 and -.17 with Items (6) and (8) respectively. These items were intended
to relate primarily to attitudes to workers’ participation. We can offer no
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Table 8: Means and standard deviations of attitudinal items relating to trust
in management and workers’ participation

Mean Standard deviation

(1) 8.77 1.47
(2) 3.65 1.27
(3) 3.59 1.41
(4) 4.70 1.18
(5) 4.36 1.45
(6) 4.52 1.29
(7) 3.44 1.25
(8) 4.42 1.10
(9) 3.40 1.28
N

883

Table 9: Correlations between attitudinal items relating to trust in management and
attitudes to workers’ participation

(1) (2) (3) 4)

(5) (6) (7)

(8)

(9)

(1) 1.00000 -0.21669 0.38943 -0.18201

(2 1.00000 —-0.41941 0.36845 -

(3) 1.00000 -0.35526
(4) 1.00000
(5)
(6)
(7)
(8)
(9)

0.00380 -0.11876 0.28521
0.07548 0.11872 —0.34016
0.04232 -0.20176 0.42567

-0.08752 0.26896 —0.34180

1.00000 -0.18762 0.02657
1.00000 -0.05238
1.00000

-0.06126 0.27223

0.18776
~0.15516
0.24518
-0.16505
0.21671
—-0.14542
1.00000

~0.32725
0.52728
-0.34197
—-0.00713
-0.18709
0.38981
-0.15700
1.00000

plausible explanation of this pattern of relationships and consequently the
item has been excluded from the subsequent analysis.
The next stage of our analysis was to perform a factor analysis of the
remaining eight items using the PA2 method in the SPSS package. This
method provides inferred factors in that the underlying assumption is that
the observed correlations are largely the result of some underlying regularity
in the data. Itis assumed that the observed variable is influenced by a number
of determinants some of which are shared by the other variables while others
are not. That part of the variable which is determined by the shared influences
_is referred to as common, while the remainder-is labelled unique. The cor-
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relation between the variables is assumed to be due to the common factors.
With the PA2 method initial estimates of the communalities are given by the
squared multiple correlation between a given variable and rest of the variables
in the matrix. A two-factor solution with the factors correlated was hy-
pothesised prior to the analysis. The first and second factors of the unrotated
solution, which were the only factors to have an eigen value in excess of one,
accounted for 36.3 and 14.0 per cent of the common variance respectively.
The results of the oblique rotation are set out in Table 10. The pattern matrix
brings out more clearly the clusters of variables than does the structure
matrix.

The square of a pattern coefficient represents the direct contribution of a
given factor to the variance of a variable. However, a factor may also con-
tribute to a given variable indirectly through the correlated factor. The
structure matrix consists of the correlations of the variables with the factors.
The interpretation of the factors presents no difficulties since the results are
in line with the hypothesised structure. The item which is clearly the highest
loading item on the first factor is that which suggests that “management will
try to put one over on workers if they get the chance” which is a relatively
unambiguous indicator of trust in management. The next highest loading is
for the statement that “‘managements are interested in people only for what

Table 10: Attitudinal items relating to trust in management and attitudes to workers’
participation: oblique factor matrices

Pattern matrix Structure matrix
Factor 1 Factor 2 Factor1 Factor2

(1) Full teamwork in firms is impossible because workers

and management are really on opposite sides .49 .07 45 -.18
(2) Most managements will try to put one over on workers

if they get the chance .84 .05 .81 -.38
(3) Most companies could afford to pay their workers

more without doing their profits any great harm 52 -.06 .55 -.33
(4) Most managements are interested in people only for

what they can produce .58 -.08 .63 -.39
(6) Most decisions taken by managers and supervisors

would be better if they were taken by the workers -.44 .19 ~.54 41

themselves
(7) Managements should give workers a lot more freedom

to organise their work in their own way -.24 50 -.50 .68
(8) Managers know what is best for the firm and workers

should do what they are told .00 41 -.22 42

(9) Giving workers more say in running their firms would
not make things any better .03 47 -.21 45
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they can produce”. The items referring to profits and teamwork which
imply the absence of shared goals are next in line, In addition, two of the
items which were primarily intended to serve as indicators of attitudes to
workers’ participation also load negatively on this factor. This is consistent
with our earlier suggestion that at least some of the items referring to partici-
pation would elicit responses determined by evaluations of management.
Thus, there is no difficulty in labelling the first factor as Trust in Manage-
ment. The second factor is also clearly interpretable, the only items loading
significantly are the four items relating to participation, justifying the label
Attitudes to Workers’ Participation. There is a negative correlation of -.52
between the two factors. Thus, those who trust management least are most
in favour of workers’ participation. Using the factor score coefficients from
this analysis two scales representing the dimensions of Trust in Management
and Attitudes to Workers’ Participation were constructed. In the vast bulk of
the analysis these scales will be employed. However, given the intrinsic interest
of the items it was felt that it would be useful to consider the responses to
the initial items before proceeding to analyses involving the scales. Given the
limitations of single item analysis, care will be exercised to ensure that the
conclusions presented are consistent with the results available from multi-
variate analysis regarding both the dimensions underlying the particular
responses and the relationships of other variables to these dimensions.

Trust in Management and Attitudes to Workers’ Participation by Socio-
economic Group

In Tables 11 to 18 both the overall response levels and variation by socio-
economic groups are set for each of the items. Almost half the respondents
agreed with the statement that “full teamwork in firms is impossible because
workers and management are really on opposite sides” while just about one
in seven are undecided. The percentage in agreement ranges from 52 per
cent of skilled manual workers to 38 per cent of the professional, managerial
and administrative group. While it is the skilled manual group who express
the highest level of agreement, it is semi-skilled and unskilled manual workers
who contain the sub-group with the strongest feeling on this matter, with
over one-quarter of them indicating strong or very strong agreement with
the “opposite sides” view. When one turns to the responses to the statement
that “most managements will try to put one over on workers if they get the
chance”, it is noticeable that the absolute level of agreement is not particularly
different from that found on the first item. However, the variations by socio-
economic group are a great deal more striking. Almost three-quarters of the
semi-skilled and unskilled manual employees agree with this statement. This
compares with almost 70 per cent of the skilled manual group, just less than
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Table 11: “Full teamwork in firms is impossible because workers and management are
really on opposite sides”

Professional Semi-skilled
managerial Other Skilled and All
and white collar manual unskilled
administrative manual
% % % % %
Very strongly agree 6.8 6.5 5.6 14.0 7.8
Strongly agree 5.5% 37.7 11.3 $_45.8 11.7 ) 51.9 11.7% 48.6 10.5 ) 46.6
Agree 25.3 28.0 34.6 22.9 28.3
Half and half 18.7 18.1 16.0 17.9 14.9
Disagree 37.0 31.0 24.7 27.4 29.6
Strongly disagree 8.2 48.6 7.1) 41.1 2.6 32.0 3.4 2335 5.4 » 38.5
Very strongly disagree 34 3.0 4.8 2.8 3.5
N 146 336 231 179 892

Chi square 38.4 P <.005, Contingency coefficient .20,

Table 12: “Most managements will try to put one over on workers if they get the chance”

Professional Semi-skilled
managerial Other Skilled and Al
and white collar manual unskilled
administrative manual
% % % % %

Very strongly agree 3.4 3.9 13.8 16.3 8.9
Strongly agree 2.1 é 24.1 6.3} 47.6 10.3 % 68.5 19.1 é 72.5 9.23 54,2
Agree 18.6 37.4 44.4 37.1 36.1
Half and half 20.7 16.8 9.1 11.8 14.4
Disagree

Strongly disagree
Very strongly disagree
N

39.3
12,4 55.2
3.4
145

28.1
5.4 ) 35.6
2.1
334

17.7§
3.0 ) 22.4
1.7
232

14.0
1.1 5 15,7
0.6
178

24.4
5.1 31.4
1.9
889

Chi square 131.9,

P <.001, Contingency coefficient .37,
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Table 13: “Most companies could afford to pay their workers more without doing their
profits any great harm”’

Professional Semi-skilled
managerial Other Skilled and Al
and white collar manual unskilled
administrative manual
% % % % %
Very strongly agree 1.4 5.1 9.5 12.3 7.1
Strongly agree 4.8} 26.0 7.8} 55,3 14.7} 78.7 17.8} 76.5 11.0} 59.6
Agree 19.9 42.3 49.6 46.9 41.5
Half and half 21.2 19.2 12.9 15.1 17.1
Disagree 41.1 22.2 10.3 7.8 19.3
Strongly disagree 9.6} 52.7 3.0 } 25,5 1.7 } 13.4 0.6 } 8.4 3.3} 23.4
Very strongly disagree 2.1 0.3 1.3 0.0 0.8
N 146 333 282 179 890

Chi square 150.4, P <,001, Contingency coefficient .38.

Table 14: “Most managements are interested in people only for what they can produce”

Professional Semi-skilled
managerial Other Skilled and All
and white collar manual unskilled
administrative manual
% % v % %
Very strongly agree 3.4 5.1 10.8 14.5 8.2
Strongly agree 4.1 } 45.9 8.4} 54.3 15,1 } 78.7 15.6} 754 109 } 62.2
Agree 38.4 40.9 47.8 45.3 43.2
Half and half 21.2 17.0 16.8 8.4 14.3
Disagree 26.7 24.5 11.6 14.5 19.5
Strongly disagree 3.4} 32.9 3.0 } 28.7 2.6 } 15.2 1.7 } 16.2 2.7 } 23.4
Very strongly disagrec 2.7 1.2 1.3 0.0/ 1.2
N 146 335 232 179 892

Chi square 73,6, P <,001, Contingency coefficient .28.
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Table 15: “Most decisions taken by managers and supervisors would be better if they were
taken by the workers themselves”

Professional Semi-skilled
managerial Other Skilled and All
and white collar manual unskilled
administrative manual
% % % % %
Very strongly agree 14 0.9 4.7 5.6 2.9
Strongly agree 0.0 } 10.3 4.8} 15.8 6.0} 33.6 10.1 } 40.8 5.4} 24.5
Agree 8.9 10.1 22.8 25,1 16.2
Half and half 9.6 18.5 29.3 24.6 21.1
Disagree 50,7 52.1 29.7 29.6 41.5
Strongly disagree 19.9 } 80.1 11.3} 65.8 4.3 } 37.1 3.9} 34.6 9.4 } 54.4
Very strongly disagree 9.6 2.4 3.0 1.1 3.5
N 146 336 232 179 893

Chi square 151.0, P <.001, Contingency coefficient .38.

Table 16: “Management should give workers a lot more freedom to organise their work in
their own way”

Professional Semi-skilled
managerial Other Skilled and All
and white collar manual unskilled
administrative manual
% % % % %
Very strongly agree 3.4 5.1 9.1 10.1 6.8
Strongly agree 15.2 }49.0 10.4-} 59.1 15.1} 73.3 14.5} 73.2 13.2} 63.9
Agree 30.3 43.6 49.1 48.0 43.8
Half and half 25.5 22.7 134 14.0 19.0
Disagree 20.0 16.1 11.2 10.1 14.3
Strongly disagree 3.4} 25.5 1.5} 18.2 1.3} 13.4 3.4'} 13.4 2.1 } 17.2
Very strongly disagree 2.1 0.6 0.9 0.0 0.8
N 145 335 232 179 891

Chi square 48.0, P <.001, Contingency coefficient .27,
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Table 17: “Managers know what is best for the firm and workers should do what they

are told”
Professional Semi-skilled
managerial Other Skilled and All
and white collar manual unskilled
administrative manual
% % : % % %
Very strongly agree 0.7 2.7 0.9 0.6 1.5
Strongly agree 4.1 % 21.9 247 23.5 0.9 % 20.3 3.4) 30.7 2.5; 23.9
Agree 17.1 18.5 18.5 26.8 19.9
Half and half 20.5 22.6 24.1 20.1 22.2
Disagree . 37.0 87.2 34.9 30.2 35.2
Strongly disagree 11,6 p 57.5 9.8, 53.9 10.3 % 55.6 12.3 7 49.2 10.8 } 54.0
Very strongly disagree 8.9 6.8 10.3 6.7 8.1
N . 146 336 232 179 893

Chi-square 21.9 P = .24,

Table 18: “Giving workers more say in running their firms would not make things

any better”
Professional Semi-skilled
managerial Other Skilled and All
and white collar manual unskilled
administrative manual
% % % % %

Very strongly agree 0.7 0.9 0.9 1.1 0.9
Strongly agree 2.1) 24.0 2.1) 26.3 3.0, 21.6 0.6 27.4 2.0) 249
Agree - 21,2 23.3 17.7 25.7 22.0
Half and half 15.8 17.3 19.0 17.3 17.5
Disagree 51.4 } 48.4% 45.3 } 43.6 % 47.1 ;
Strongly disagree 7.57 60.3 6.3 56.4 -10.3 ) 59.5 8.4 55.3 8.0) 57.7
Very strongly disagree 1.4 1.8 3.9 3.4 2.6
N 146 335 232 179 892

Chi-square 15.0 P =.66.

v
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half of the lower white collar group and a little less than a quarter of the
upper white collar employees. Looking at these results from the opposite
direction it is striking that a little over one in seven of the lower level manual
workers disagree with this estimate of management’s likely behaviour. The
next item involved the assertion that ‘“‘most companies could afford to pay
their workers more without doing their profits any great harm”. Almost
three-fifths of the sample expressed their agreement. The variation across
socio-economic groups was similar to that observed for the previous item.
Perhaps the clearest picture of the results may be obtained by highlighting
the fact thatlittle more than one in four of the lower white collar employees,
one in seven of the skilled manual workers and one in twelve of the semi-
skilled and unskilled manual group rejected this view, The overall figure of
62 per cent agreeing with the suggestion that ‘““most managements are
interested in people only for what they can produce” adds to the picture of
deep rooted cynicism arising from our previous results. The response by
socio-economic group is somewhat less varied. It is still true, however, that
the proportion of upper white collar workers registering disagreement is
twice that in the lower manual group where only one in six express this view.

The next two items to be considered are those which in the factor analysis
loaded on both of the dimensions of “‘trust in management’” and “‘attitudes
to workers’ participation”, with the first item having its longest loading on
the former factor while the second item loads most substantially on the latter
factor. Less than a quarter of the sample agree with the argument that “most
decisions taken by managers and supervisors would be better if they were
taken by the workers themselves”, while over half disagree. Once again,
however, there are significant differences by socio-economic group. Over
two-fifths of semi-skilled and unskilled manual workers agree with the state-
ment; a proportion which is somewhat greater than that disagreeing. By
way of contrast, we can observe that only one in ten of the professional,
managerial and administrative employees indicate agreement while eight out
of ten of this group respond negatively. It is also interesting to note that the
pattern of responses for the lower white collar group is much nearer to that
of the higher non-manual group on this item than on any of the other items
discussed at this point. The second item in this set which suggests that
“management should give workers a lot more freedom to organise their
work in their own way” draws support from over three-fifths of the sample.
Almost three-quarters of manual workers respond positively compared with
slightly less than half of professional, managerial and administrative employees.
The results presented in these two tables show that the degree of agreement
with the statement that “most decisions taken by managers and supervisors
would be better if they were taken by the workers themselves’” is much
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lower than with the suggestion that “management should give workers a lot
more freedom to organise their work in their own way”. It is also true
that variation by socio-economic group is more substantial in the former case.
This is clearly a consequence of the fact, which is apparent from our ex-
amination of Tables 11 to 18, that variation by socio-economic group is
greater in the responses to questions which are predominantly indicators of
trust in management than for those which mainly tap attitudes to partici-
pation. Put another way, the extent to which an item which manifestly
refers to participation is also a measure of trust in management will affect
the degree of variation by socio-economic group and consequently the overall
level of support. -

The final items to be discussed are those which load almost solely on the
“attitudes to participation” factor and which draw rather similar levels of
support. Approximately half of the respondents disagree with the statements
that ““managers know what is best for the firm and workers should just do
what they are told” and ‘“‘giving workers more say in running their firms
would not make things any better’”. There are no significant variations in
response pattern by socio-economic group for either item. In fact the profes-
sional, managerial and administrative group were most likely to register dis-
agrecment. Thus, whatever their reservations about usurpation of managerial
prerogative might be these do not translate into support for an explicitly
authoritarian approach,

Absolute Levels of Trust in Management and Support for Workers’ Par-
ticipation

Overall, these results suggest low levels of trust in management with rather
sharp variations by socio-economic group. They also indicate that there
exists fairly strong support for workers’ participation which is much less
strongly related to socio-economic group and where the association which
docs exist is influenced by the extent to which the individual items have
implications for managerial or supervisory prerogatives. Given the intrinsic
interests of the questions relating to absolute level of “trust in management”
and “attitudes to participation” it seemed desirable to develop some indices
of absolute levels of evaluation. However, it must be recognised that there
are serious obstacles to the development of such scores. Our analysis to this
point illustrates a point made by Baker et al. (1980) that all of the items in
a sct do not tap an attitude with equal intensity. Thus, identical scores on
different items do not necessarily imply the same degree of favourability.
Thus, the mid-point of the possible scores on an item cannot be identified
with the psychological neutral point and, as Baker et al., stress, the ability
to define the psychological neutral point is crucial if percentage pro or anti
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a particular group or phenomenon are to be quoted. The procedure we have
employed avoids rather than surmounts such difficulties. However, it would
appear to have the advantage that there can be little ambiguity regarding the
degree of precision afforded by the measures. Each of the eight items already
discussed were treated as measuring that dimension on which it had the
highest loading in the factor pattern matrix. Thus the dimensions were
represented as follows:

Trust in Management

(1) Full teamwork in firms is impossible because workers and management
are really on opposite sides.

(2) Most managements will try to put one over on workers if they get the
chance.

(3) Most companies could afford to pay their workers more without doing
their profits any great harm.

(4) Most managements are interested in people only for what they can
produce.

(6) Most decisions taken by managers and supervisors would be better if
they were taken by the workers themselves.

Attitudes to Participation

(7) Management should give workers a lot more freedom to organise their
work in their own way.

(8) Managers know what’s best for the firm and workers should do what
they’re told.

(9) Giving workers more say in running their firms would not make things
any better,

On the first set of items agreement was equated with a negative response
and disagreement was registered as positive. With regard to the second set,
agreement with the first item and disagreement with the second and third
items were taken as positive responses. Disagreement with the first item and
agreement with the second and third items were classified as negative. A
response of ‘‘half and half”’ was equated with neutrality on all of the items.
This procedure is fairly crude and it has the obvious limitations that as a
consequence of allocating each of the items to one dimension exclusively,
the indices which emerge are less closely related to each other than the
factors previously identified. However, despite this, the results presented in
Tables 19 and 20 do provide a relatively clear picture. In Table 19 the
impression provided by the previous cross tabulations of particular low levels
of trust in management is given added substance. Overall, negative responses
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Table 19: Absolute levels of trust in management

Number of Number of Number of Total number
positive responses neutral responses negative responses of responses

Professional, managerial

and administrative 2.01 0.86 2.13 5.0 145
Other white collar 1.47 0.85 2.68 5.0 331
Skilled manual 1.17 0.78 3.04 5.0 231
Semi-skilled and

unskilled manual 1.14 0.78 3.08 5.0 178
All 141 0.82 2.78 - 5.0 885

Table 20: Absolute levels of support for workers’ participation

Number of Number of Number of Total number N
positive responses neutral responses mnegative responses of responses
Professional, managerial
and administrative 1.68 0.61 0.71 3.0 145
Other white collar 1.70 - 0.62 . 0.68 3.0 334
Skilled manual . 1.88 0.56 0.55 3.0 232
Semi-skilled and
unskilled manual 1.77 0.51 0.72 3.0 179

All 1.76 0.58 0.66 3.0 890

are twice as frequent as positive responses. Only among the higher white
collar group does the number of positive responses come near to matching
the magnitude of the negative reactions while among manual workers the
ratio of negative to positive approaches three to one. On the other hand,
Table 20 shows a ratio of over two and a half to one of positive to negative
responses.

Bivariate Results Relating to Scales of Trust in Management and Attitudes
to Workers’ Participation

Thus far, in terms of presentation of substantive results, attention has
been concentrated on findings relating to individual questions presented in
the form of percentages. However, such an approach has limitations which
relate to the extent to which individual items serve as adequately reliable
indicators of underlying dimensions, and the difficulties -involved in coping
with questions of inter-relationships between more than two variables. At
this point, therefore, attention will be focused on the scales relating to trust
in management and attitudes to workers’ participation, the development of
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which has already been described. The remainder of this chapter will deal
with a number of bivariate relationships and the one that follows will extend
the analysis in order to develop an adequate understanding of the com-
plexity of class effects.

The first set of results relating to trust in management, set out in Table
21, is intended to clarify the meaning of the measure. Distinctions have
previously been drawn between three levels of trust which it might be useful
to set out once again:

(i) institutionalised trust which is a consequence of the general structure
of work roles, rules and relations;

(ii) trustin the management of one’s own company or organisation;

(iii) trustin a particular manager.

In Table 21 the relationship between respondents’ evaluations of how
“management’s treatment of workers in their own company or organisation
compares with that in others” to the measure of trust in management which
has been developed is set out. The scores on the trust in management scale
have been standardised, thus the mean of the scale is zero. However, since it
was developed using an oblique rotation the standard deviation does not
equal one. Positive scores indicate a high level of trust in management and
vice versa. It is clear from the table that evaluation of the ways in which
one’s own management deals with employees has a significant effect on
institutionalised trust. The scale score declines consistently across categories

Table 21: Relationship of comparative evaluation of management’s treatment of workers
in one’s own company/organisation to institutionalised trust in management

Average score on trust in

Evaluation of one’s own management N
management scale

Extremely good .27 (139)
Very good .22 (240)
Fairly good .05 (220)
About average -.23 (193)
Fairly poor ~-.51 (47)
Very poor ~.76 (24)
Extremely poor -1.16 (14)
All respondents .00 (877)
ETA-squared .11

F 18.2

P<.001.
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from .27 in the case of those who consider their relative performance to be
extremely good to ~1.16 for those who deem it to be extremely poor. The
proportion of variance in institutionalised trust explained by this relationship
is 11 per cent. While this effect is substantial there clearly remains a great
deal of variation in institutionalised trust in management which cannot be
accounted for by factors which are specific to respondents’ current organi-
sations. Factors which might explain such differences will be examined in
the remainder of the section, However, for the moment it is interesting to
note the contrast in terms of overall response patterns between the question
relating to relative evaluation of one’s own management and those items
which load highly on the trust in management factor. Thus, while the
responses to the latter show levels of distrust of management which appear
high by any standards, less than one in ten of the sample think that their
own management’s treatment of workers is below average. Once again this
illustrates the limitations of explaining reactions to management in general
by reference to experiences with their current management.

In moving beyond factors specific to a worker’s present job, it is clear
from our previous discussion that class differences are likely to be of primary
importance. It will be useful to start our consideration of role of class by
examining variations across the detailed eight category classification of
occupational strata. From Table 22 it can be seen that almost 18 per cent of
the variance in trust in management is accounted for by variations across

Table 22: Trust in management by occupational strata

Average score on ‘trust N
in management

Higher, professional, administrative and managerial .72 } (70}
Lower professional, administrative and managerial .50 (74)
Inspectional, supervisory and other non-manual

higher grade .25 (119)
Inspectional supervisory and other non-manual $ 17

lower grade -.26 (127)
Routine non-manual -.07 (84)
Skilled manual -.28 (231)
Semi-skilled manual -.48 } _ 46 (113)
Unskilled manual -.42 (65)
ETA-squared 179
F 27.3

P <.001.
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occupational strata. The scores on the scale range from .72 for the highest
white collar group to -.48 for semi-skilled manual workers. Although the
scores do not form a perfect hierarchy according to occupational strata,
deviation from such a hierarchy is minor. The aggregated differences for
socio-economic groups do show significant differences between each of
the groups in the expected direction. It is interesting to note, however, that
the routine non-manual workers occupy a position which is almost equi-
distant from those of the lower white collar supervisory group and the skilled
manual group. The results relating to attitudes to workers’ participation set
out in Table 23 show a similar trend with, however, a considerably lower
level of association. Occupational strata accounts for four and a half per cent
of the variance and scores range from -.29 for the higher professional,
administrative and managerial group to .15 for skilled manual workers.

The relationships of trust in management and attitudes to workers’ par-
ticipation to occupational strata and socio-economic groups are capable of a
variety of interpretations. The central question which we wish to pursue is
the importance of work discretion and complexity in comparison with other
class related factors. Looking first at the relationship between complexity of
work with data and trust in management, it can be seen from Table 24 that
there is a significant relationship between the variables. In terms of the
postulated hierarchy of discretion, the scores range from 1.01 for those whose
work involves synthesising, that is, integrating analyses of data to discover
facts and/or develop knowledge, concepts or interpretations, to -.26 for
those whose work involves no significant relationship with data. However, it
should be noted that the sub-group expressing greatest distrust of manage-

Table 23: Attitude to workers’ participation by occupational sirata

Average score on attitudes to

workers’ participation scale N

Higher, professional, administrative and managerial -.29 } -.20 (70)
Some professional, administrative and managerial =11 ) (74)
Inspectional, supervisory and other non-manual higher grade -.02 ~.08 (119)
Inspectional, supervisory and other non-manual lower grade -.20 ' (127)
Routine non-manual .00 (84)
Skilled manual .15 (231)
Semi-skilled manual .11 } 12 (118)
Unskilled manual .13 ’ (65)
ETA-squared .045

F 5.92

P <.001.
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ment were those for whom the highest category relevant to their jobs was
“copying”’, i.e., transcribing, entering or posting data which suggests that this
activity may occupy a lower place in the workers’ evaluative hierarchy than
in the scale. The relationship of complexity of work with data to attitudes
to workers’ participation, although weaker, is still significant. The results
presented show a range of scores from-.27 for the group whose work involves
the greatest degree of complexity to .11 for those whose jobs require no
significant handling of data.

Table 24: Trust in management by complexity of work with data required by the job

Average score on trust in management scale N

Synthesising 1.01 9)
Co-ordinating 0.64 (71)
Analysing 0.46 (62)
Compiling 0.15 (197)
Computing 0.15 (29)
Copying -0.45 (53)
Comparing 0.04 (51)
Reading instructions -0.15 (80)
No significant relationship -0.26 (327)
ETA-squared 129

F 16.12

P <.001.

Table 25: Attitudes to workers’ participation by complexity of work with data required

by the job
Average score on attitudes to workers’ N
participation scale

Synthesising -.27 (9)
Co-ordinating -.27 (90)
Analysing -.11 (51)
Compiling -.03 (53)
Computing -.26 (29)
Copying 17 (197)
Comparing -.08 (62)
Reading instructions .02 (71)
No significant relationship 11 (9)
ETA-squared .036

F 4.01

P <.001.
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Complexity of interaction with people required by the job is also strongly
related to trust in management. However, the pattern of results evident in
Table 26 suggests that complexity is not the sole explanation of variation
across the categories. This can be shown by comparing the scores of that
group whose work involves mentoring, i.e., dealing with individuals in terms
of their total personality in order to advise, counsel and/or guide them in
terms of professional principles, with those for whom the highest relevant
category is negotiating. The score of the former group is .08 while that of
the latter is .61. The supervisory group also has a slightly higher score than
those who are involved in instruction. Thus, differences are related not only
to complexity but also to involvement in managerial and supervisory roles.
Variations in degree of complexity of interaction with people are, however,
extremely relevant. This can be confirmed by noting that the range of
differences between the aforementioned groups is still significantly smaller
than that between these groups on average and, for example, workers for
whom the level of interaction required by their jobs does not go beyond
receiving instructions or orders from supervisors. The nature of the inter-
action with people required bears a similar, if weaker, relationship to attitudes
to workers’ participation. The scores shown in Table 27 vary from ~.27 for
those whose work involves negotiation to .14 for those limited to receiving
instructions.

Complexity of work with objects required by the job is also related to trust
in management. However, in this case the major contrast would appear to be

Table 26: Trust in management by complexity of interaction with people required

by the job
Average score in trust in N
management scale

Mentoring .08 (29)
Negotiating .61 (82)
Instructing .29 (39)
Supervising .33 (154)
Diverting .17 (48)
Speaking/signalling .08 (194)
Serving =19 (90)
Receiving instructions/helping -.36 (164)
No significant relationship -.29 (85)
ETA-squared 122

F 15.18

P <.001.
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Table 27: Attitudes to workers’ participation by complexity of work with people required
by the job

Average score on attitudes

to workers’ participation scale N

Mentoring ' .00 (29)
‘Negotiating -.27 (82)
Instructing .03 (39)
Supervising -.18 (154)
Diverting ~.12 (48)
Speaking/signalling .09 (191)
Serving .07 (140)
Receiving instructions/helping 14 (164)
No significant relationship .09 (185)
ETA-squared .042

F _ 4.77

P <.001.

Table 28: Trust in management by complexity of work with objects required by the job

Average score in trust in

N

management scale
No significant relationship .35 (324)
Setting up -.06 (33)
Precision working -.06 (95)
Operating-controlling -.45 (15)
Driving-operating -.26 (96)
Manipulating -.27 (79)
Tending -.33 (21)
Feeding-offbearing ~-.23 _(51)
Handling -.21 . (167)
ETA-squared 097
F 11.7
P <.001.

between workers whose work involves no significant interaction with objects,
who have an average score of .35 and of the other groups whose scores are
negative. It is also interesting to note that those workers expressing greatest
distrust of management are those involved in “‘operating-controlling”.
Operating-controlling is defined in the following terms: starting, stopping,
controlling, and adjusting the progress of machines or equipment designed
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to fabricate and/or process objects or technology. Operating machines involves
setting up the machine and adjusting the machine or material as the work
progresses. Controlling equipment involves observing gauges, dials, etc., and
turning valves and other devices to control such factors as temperature
pressure, flow of liquids, speed of pumps and reaction of materials. Several
variables are involved and adjustment is more frequent than in tending.
Although the numbers involved are extremely small the fact that this group
was most hostile to management is suggestive in the light of previous discus-
sions of the relationship between the technological structure of the workplace
and worker management relations and job satisfaction. We can draw here
on Mann’s (1973a) discussion of the work of Woodward in England, Touraine
in France and Blauner in the United States who were the principal writers
concerned with analysing the technological determinants of work attitudes
and behaviour. As Mann observes, all three worked from a typology of
technology which is threefold. Phase A comprises traditional craft operations.
Phase B involves standardisation of the product and large batch production
or mass production on assembly lines. In Phase C manual operations are
taken over by the machine. Most factories at this stage are involved in
continuous process production, Where chemical reactions inside the machinery
form the product, workers have to develop new skills in order to take care
of complex and expensive machinery thus increasing job satisfaction. The
worker regains freedom of movement and his task is linked to that of other
workers and supervisors. However, one of the important findings of the
Affluent Worker study was that failure of technological variation of this sort
to explain variations in worker-management relations and job satisfaction.
The evidence presented here, although based on small numbers, that workers
involved in operating-controlling tasks were most distrustful of management
does provide support for critiques of the determining role of technology. It
also raises the possibility of a significant discrepancy between ‘“‘experts’ *’
evaluations of the possibilities offered by such work and the manner in which
workers experience it. As can be seen from Table 29, complexity of work
with objects is related to attitudes to workers’ participation in a manner
which is consistent with the results already presented although the level
of association is not statistically significant. A
" Trust in management varies systematically across the categories of the
closeness of supervision scale. From Table 30 it can be seen that the score
of .34 of those who are least closely supervised compares with -.34 for those
most closely supervised. It is also those who are subject to the tightest super-
vision who are most in favour of workers’ participation.

It has been demonstrated that both discretion and a variety of measures
of work complexity are, with the qualifications outlined, significantly related
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Table 29: Attitudes to workers’ participation of complexity of work with objects required

by the job
Average score on attitudes N
to workers’ participation scale
No significant relationship -.12 (324)
Setting up . .04 (33)
Precision working .06 (95)
Operating-controlling .18 (15)
Driving-operating .07 (96)
Manipulating 12 (79)
Tending .13 (21)
Feeding-offbearing .16 (51)
Handling .02 (167)
ETA-squared .022
F 2.44
p<.01
Table 30: Trust in management by closeness of supervision
Average score in trust in N
management scale

Closeness of supervision
Scale Scores
Low .

1 34 (191)

2 12 (302)

3 -.11 (336)

4 -.34 (130)
High
ETA-squared 097
F 30.6
P <.001.

to trust in management and attitudes to workers’ participation. However,
before offering any causal interpretation of such relationships it is necessary
to examine the effects of a number of other class related variables. The first
such variable to be considered is experience of unemployment. Although
the skewed distribution of unemployment experience sets limits to its effect
of unemployment experience on both of the scales, it still remains quite
clear from Tables 32 and 33 that tliose who have been most frequently
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Table 31: Attitudes to workers’ participation by closeness of supervision
Average score in trust in N
management scale
Closeness of supervision
Scale Scores
Low
1 -.11 (191)
2 ~-.03 (302)
3 -.02 (236)
4 24 (130)
High
ETA-squared .097
F 30.6
P <.001.
Table 32: Trust in management by experience of unemployment
Average score in trust in N
management scale
Never unemployed .09 (671)
Unemployed once -.15 (124)
Unemployed more than once -.42 (81)
ETA-squared .031
F 14.0
P <.001.
Table 33: Attitudes to workers’ participation by experience of unemployment
Average score in trust in N
management scale
Never unemployed -.06 (671)
Unemployed once .14 (124) i
Unemployed more than once 27 (81)
ETA-squared .025
F 11.27
P<.001.
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unemployment are most negative in their reactions to management and most
positively disposed towards the idea of workers’ participation. Trade union
membership is another factor significantly related to evaluation of manage-
ment and participation. As can be seen from Tables 34 and 35 there is a
difference between trade unionists and non-trade unionists of .47 on the
trust in management scale and .24 on the attitudes to workers’ participation
scale.

Table 34: Trust in management by trade union membership

Average score in trust in

N
management scale
Trade union members -.15 (607)
Non-trade union members .32 (276)
ETA-squared .061
F 57.4
P <.001.
Table 35: Attitudes to workers’ participation by trade union membership
Average score on attitudes N
to workers’ participation scale
Trade union members .08 (607)
Non-trade union members -.16 . (276)
ETA-squared .026
F 23.3
P <.001.

Another factor which we felt it might be interesting to examine was
respondents’ social origins. This question is examined in Tables 36 and 37
in a relatively simple manner by dichotomising father’s occupation and
respondents’ first and current occupations into manual and white collar.
The really interesting finding is that in relation to both trust in management
and attitudes to workers’ participation, father’s occupation is significant
while the worker’s first occupation is not. The patterns can, perhaps, be seen
best in the slightly less conventional presentation in Table 38. Irrespective of
whether the worker’s current occupation is manual or white collar, there is
a difference in scores on the trust in management scale of approximately .20




Table 36: Trust in management by social origins: 3 way Anova*

Father manual Father non-manual Al
First job manual First job non-manual  First job manual First job non-manual  Respondents
Current job manual -.40 -.49 -.22 -.10 -.35
(260) (26) (107) (12) (405)
Current job non-manual 14 .19 .32 40 .30
(76) (91) (66) (236) (469)
Father manual -.20 Father non-manual ,21
(453) (421)
First job manual ~,19 First job non-manual ,26

(509) (365)
Source of variation SS F
Main effects 101.1 49.3 <.001
1. Current job 41.1 59.8 <.001
2. First job 0.2 0.3 >N.S
3. Father’s job 7.6 111 <.001
2 Way interactions
1x2 0.3 N.S
1x3 0.1 N.S
2x3 0.1 N.S
3 Way interactions 0.2 N.S
Total 697.6

*Figures in parentheses are cell frequencies.
q
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Table 37: Attitudes to workers’ participation by social origins: 3 way Anova*

Father manual

Father non-manual

All

First job manual First job non-manual First job manual First job non-manual Respondents -

e

Current job manual .15 49 .00 .20 T4 I

(260) (26) (107) (12) (405) 3

Current job non-manual -.04 -.02 -.23 -.15 -.12 Z

(76) (91) (66) (236) (469) 2

Father manual .10 Father non-manual -,11 0

(45) (469) =

First job manual ,04 First job non-manual .06 o

(509) (368) &

Source of variation §S F . P e

Main effects 19.7 6.6 <.001 2

1. Current job 9.4 9.4 <.05 ]

2. First job 1.8 438 &

3. Father’s job 4.8 4.8 <.001 =

N.S z

2 Way interactions 1.5 NS E

1x3 0.0 N.S Z

1x2 1.5 N.§ 5

2x3 0.0 N.S é

=

$ Way interactions 0.2 N.S =
Total 425.3

*Figures in parentheses are cell frequencies.
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Table 38: Trust in management and attitudes to participation by social origins

Occupation
Fathers First Current Trust in Attitudes to
management participation
W v " 40} .38 ';g} -17
M* w w } -.02 } -.03
M M w - 04
w w M - 10
w M M = 22} }
M w M - 49} }
M M M -.40

*W = White collar
M= Manual

between those whose fathers were manual workers an'i those whose fathers
were white collar employees. A similar pattern of differences of only slightly
lesser magnitude emerges on the attitudes to workers’ participation variable.
One possible explanation of the differential impact of father’s occupational
stratum and respondent’s stratum at first job stage relates to the extent to
which they serve asindicators of shared social experiences which are relevant to
the attitudes in question. The social relationships which we would expect to
have greatest significance are those which are most closely determined by the
stratification system. The basis of the relational approach to social stratifi-
cation is that people choose to interact with those at about the same level of
the hierarchy. However, not all social interaction reflects choice and it is,
therefore, necessary to identify the social relationships which are likely to
have greatest explanatory power. Stewart et al. (1980) note that occupations
of fathers, fathers-in-law, closest friends and next door neighbours have been
employed in studies concerned with establishing a measure of social stratifi-
cation from relational data. However, a certain lack of coherence in the
results arose from merging the different relationships into one data set. In
this study respondents were asked to provide occupational information
regarding their four closest friends and the four neighbours they knew best.
Our results confirmed the conclusion from previous studies that occupation
of friends was the superiorindicator. The measures we have employed are the
proportion of friends and neighbours who were in non-manual occupations.
Occupational strata accounts for 42 per cent of the variance in the proportion
of friends in white collar occupations compared with 30 per cent of the
variance in the case of neighbours. Choice of neighbourhood, as Stewart et
al., note, is largely determined by the current economic situation and thus
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one finds higher stratum younger employees living beside older lower stratum
workers.

Returning to the question we raised concerning the relationship between the
relative effects of father’s occupational stratum and respondent’s occupational
stratum at first job stage, this question can be pursued by examining the path
analysis set out in Figure 1 and Table 39. Path analysis is primarily a method
of decomposing and interpreting linear relationships among a set of variables
by assuming that a causal order among these variables can be established and
that relationships among these variables are causally closed. The assumption
about causal order or direction is explicitly represented by the direction of
the arrows in Figure 1. The causal ordering of father’s occupation stratum
- occupational stratum at first job > current occupational stratum - pro-
portion of friends who are in non-manual occupations is unproblematic.
However, the assumption that the relationships between the set of variables
are linear is not strictly justified. The departures from linearity, however,
are modest and will not affect the substantive conclusions drawn. We have,
therefore, scored each of the occupational variables from one to eight, with
the highest occupational strata receiving the lowest score and vice versa.
From Figure 1 it can be seen that father’s occupational stratum has a greater
direct effect on the proportion of friends in non-manual occupations than
occupational stratum at first job, not surprisingly the strongest effect is that
of current occupational stratum. From Table 39 it is clear that while first
occupation has the lowest direct effect on friendship patterns it has the
largest indirect effect by means of its influence on current occupational
level. The relationship of father’s occupational stratum to the proportion
of friends who are non-manual is also, to a considerable degree, a consequence
of the manner in which it influences the respondent’s first and current
occupational levels. However, to a much greater extent than occupational

Table 39: Decomposition table for Figure 1

Bivariate relationship Total correlation Direct Indirect Total causal Non-causal
X3 X4 42 42 None 42 None
X2 X4 ’ 43 A7 .26 43 None
X1 X4 -.47 =-.20 ~.27 -.47 None
X2 X3 .68 .61 None .61 .07
X1 X3 -.53 -.10 -.31 —-.41 ~.12
X1 X2 -.67 ~.51 None =51 -.16

X4 = Father’s occupational stratum

X3 = Respondent’s occupational stratum at first job

X2 = Respondent’s current oczupational stratum

X1 = Proportion of respondent’s friends who are in non-manual occupations,
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stratum at first level it has an independent effect on choice of friends. This
pattern of findings strongly suggests that the relatively greater independent
effects of father’s stratum on trust in management and attitudes to workers’
participation might well be due to the manner in which it determines shared
social experiences. Thus, all three variables will be included in our final
multivariate analysis.

The final pair of variables to be considered in this section are educational
qualification and age group. The reason the effects of these variables are
examined together is because to treat them separately would lead to an
underestimation of the effects of both factors. The more highly qualified a
worker is the more likely he is to be positive towards management and
negative towards worker’s participation. The older a worker is the more
likely this pattern of attitudes becomes. However, older workers are, in
general, less well educated than their younger counterparts. Thus, when
examining the relationship of either of these variables to the attitude in
question it is necessary to take account of the other. In examining the
results set out in Tables 40 and 41 it should be kept in mind that the fact
that our sample is a sample of employees has an effect on the relationship
between age group and education. The percentage in the 18-29 age group
with third level qualification appears low because it misses out on those who

Table 40: Trust in management by educational qualification and age group: two way Anova

Third level Leaving - Intermediate Primary Total
. certificate or group certificate
certificate or less
18-29 .37 ~.01 —-.42 ~.54 -.20
(38) (96) (70) (70) (274)
30-44 .65 24 .19 .31 .08
(63) (42) (66) = - (125) (296)
45-54 .58 17 .35 =21 .05
(23) (26) (29) (95) (173)
55+ .90 .26 .43 =11 14
(17) (16) (19) (82) (134)
Total .59 .10 .01 -.28
(141) (180) (184) (372)
Sources of variation Sum of squares F P
Main effects 109.8 18.3 <.001
Educational qualification 94.2 31.4 <.001
Age group 28.7 9.6 <.001
2 Way interaction 7.1 6.8 NS

Total 699.4
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Table 41: Attitudes to workers’ participation by educational qualification
and age group: two way Anova

Third level Leaving Intermediate Primary Total
certificate or group certificate
certificate or less
18-29 ~-.01 .07 25 .24 .15
(38) (96) (70) (70) (274)
30-44 =17 ~.03 ~.09 15 .00
(63) (42) (66) (125) (296)
45-54 ~.05 ~.03 ~.42 -.00 -.08
(23) (26) (29) (95) (173)
55+ -.49 -.19 -.28 -.11 -.19
(17) (16) (19) (82) (134)
Total ~.14 .01 -.03 .07
(141) (180) (184) (372)
Sources of variation Sum of squares F P
Main effects 20.6 7.4 <.001
Educational qualification 28.3 6.0 <.001
Age group 15.8 11.4 <.001
2 Way interaction 7.1 1.4 NS
Total 699.4

are continuing their education. The percentage in the other categories are
consequently inflated. The data presented in Table 40 confirms our previous
statements regarding the relationship of education qualification and age
group to trust in management. There is a difference of scores of .87 between
those with third level qualifications and those whose qualification level is, at
best, primary certificate. There is also a difference of .34 between the
youngest and oldest age group. However, the combined effect of the variables
is greater than that suggested by examining their individual effects. Thus,
there is a difference of 1.44 between the oldest most highly educated group
and the youngest least educated group. In the case of attitudes to participation
the score of the latter group is .73 higher than that of the former. With
regard to attitudes to participation it is interesting to note that age has a
stronger effect than educational qualification. In a cross-sectional study it is
not possible to establish decisively whether the differences across age groups
in relation to both these attitudes are a consequence of age per se or of
membership of a particular cohort. Will the responses of the younger group
change with age or do the results indicate a shift in attitudes? The fact that
the effect of age group is not due to educational differences increases the
possibility that it is a reflection of the manner in which the major social
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changes of the last twenty years have resulted in a decline in the willingness
to give or the expectation of receiving deference and in an increase in par-
ticipative values.

Conclusions

In the previous chapter it was found that both manual and non-manual
workers were concerned about the intrinsic content of their jobs. In this
chapter the evidence presented show strong support for workers’ partici-
pation. This support, however, goes together with very high levels of distrust
of management. Those who are most in favour of participation are most
distrustful of management. There are significant variations across socio-
economic groups most particularly with regard to trust in management.
Thus, over 70 per cent of manual workers think that ‘“most managements
will put one over on their workers if they get the chance”. The variation
across socio-economic group was much less pronounced with regard to
attitudes to workers’ participation. Manual workers were more likely to be
in favour of workers’ participation. However, the responses to the individual
items showed that where the items did not appear to have obvious implica-
tion for “managements’ right to manage’’ the higher white collar group were
just as likely to support them.

Not surprisingly in view of the effect of socio-economic group the measures
of discretion and complexity developed were positively related to trust in
management. Thus, the results were consistent with the notion, implicit in
the job-enrichment approach, that greater opportunities for self actualisation
produced improved management-worker relationships. However, those who
are critical of the job-enrichment approach because of its neglect of power
might find comfort in the fact that discretion and complexity were negatively
related to support for participation.

Furthermore, a variety of other class related factors including non-work
situation variables such as social origins and friendship patterns were also
found to be significantly related to both trust in management and attitudes
to workers’ participation. However, the form of analysis employed in this
chapter does not permit one to deal with the causal relevance of each of the
components. It is on this question that attention will be focused in the
chapter that follows.




Chapter 3
Discretion, Organisation and Worker-Management Relationships

Class, Organisation and the Consequences of Skill

In this chapter we wish to develop our understanding of the consequences
of discretion and complexity. The job enrichment model involves what
Blackburn and Mann (1979) have referred to as a “‘technicist” view of skill.
Skill is seen simply as technique, a combination of manual and mental
capacities. The job enrichment approach is based on the view that increasing
skill by increasing discretion, work variety and complexity of decision
making would improve worker-management relationships. Blackburn and
Mann, as do many others, argue that such a view grossly neglects the social
and political aspects of skill.18

It is interesting that Braverman, operating from an ideological position far
removed from the exponents of job enrichment, has also been criticised for
considering skills purely in technical terms. Rubery (1978) in his critique of
Braverman’s deskilling thesis attempts to show the limitations of considering
skill in such terms. Braverman, Rubery argues, views the decline in skills
essentially from a craft perspective; before the advents of mechanisation and
scientific management, craft workers could control the work process. This
analysis, Rubery notes, is then extended to other types of workers, with
Braverman arguing that most workers had more opportunity in the past to
determine their speed of work and to use judgement and knowledge. Thus,
farm labourers are cited as a group traditionally classed as unskilled but
requiring a great deal of knowledge and experience to carry out their tasks.
However, as Rubery stresses, this skill did little to improve their bargaining
position. What Rubery is anxious to point out is that analysis of skill involves
simultaneously the analysis of work organisation. What may have been crucial
for the mass of workers in relationships with their employers was not whether
mechanisation and scientific management decreased their opportunities to
use judgement and knowledge but how they affected their bargaining oppor-
tunities. The ability of semi-skilled factory workers to organise to inflict
losses on their employers was superior.!

18. Blackburn and Mann (1979), p. 291.

19. Acceptance of the relevance of worker organisation does not necessarily involve the acceptance
of Turner’s (1962) argument that workers are skilled or unskilled according to whether or not entry
to their occupations is deliberately restricted and not in the first place on the nature of the occupation
itself. For more detailed theoretical discussion of manual skills see Blackburn and Mann (1979) and
Lee (1981). 65
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This debate is interesting in view of our findings on the relationship of
complexity of work with objects to trust in management. In the previous
chapter we concluded that complexity of work with data, people and
objects were positively associated with trust in management. In fact in one
important respect this conclusion is misleading. The positive association
between complexity of work with objects and trust in management is pro-
duced solely by the division between those whose work involves no significant
interaction with objects and all others. As can be seen from Table 42, when
the former are excluded from the analysis, there is no significant relationship.
The question arises as to why some types of skill should encourage positive
management relationships while others do not. The answer, we will suggest,
lies in the relationship between discretion, organisation and power. Giddens
(1973) suggests that the market is intrinsically a structure of power in which
the possession of certain attributes puts some grouping of individuals at an
advantage relative to others. He uses the term ‘“‘market capacity” to refer to
all forms of relevant attributes which individuals may bring to the bargaining
encounter, Giddens identifies three forms of market capacity in relation to
which mobility closure may exist: ownership of property in the means of
production; possession of educational or technical qualifications and posses-
sion of manual labour power.2? Parkin (1979) employs the term “‘social
closure” in arelated fashion to cover forms of collective social action designed
to maximise claims to rewards and opportunities. He distinguishes between

Table 42: Trust in management by complexity of work with objects excluding those
whose work involves no significant interaction with objects

Average score in trust in management scale N

Setting up -.06 (33)
Precision working -.06 (95)
Operating-controlling ~.45 (15)
Driving-operating -.26 (96)
Manipulating -.27 (79)
Tending -.33 (21)
Feeding-offbearing : -.23 - (51)
Handling -.21 (167)
Eta-squared .010

F 0.8

P N.S.

20, Giddens (1973), p. 108.
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exclusionary and usurpatory closure. The former involves singling out certain
social or physical attributes as the justificatory basis of exclusion and the
consequent creation of a social category of ineligibles. Metaphorically it
represents, as Parkin observes, the use of power in a “downward” direction.
Usurpatory closure, on the other hand, is a consequence of, and a collective
response to, exclusionary closure; it involves collective attempts by the
excluded to obtain a greater share of resources and thus represents the use
of power in an upward direction,?!

Discretion achieved by usurpatory closure, by definition, lacks legitimation
from above. Exclusionary closure may or may not be legitimated. Certain
exclusionary practices may be maintained in their current form only by
usurpatory closure, since the strategies are not mutually exclusive. Manual
workers’ strategies are predominantly usurpatory and where they are ex-
clusionary they tend to be less likely than those of white collar workers
to be legitimated as purely task related, as illustrated by the volume of
accusations relating to restrictive practices. In addition, exclusionary manual
strategies are almost invariably conducted on a collective basis. Complexity
of work with objects is predominantly an attribute of manual occupations
while complexity of work with data and people is characteristic of pre-
dominantly non-manual occupations. The fact that it is the former which
bears no relationship to trust in management gives substance to the view that
skill per se doesnot produce particular kinds of management-worker relation-
ships. Rather, it appears that the manner in which discretion is achieved and
the extent to which the power which discretion confers is legitimated by
superordinates are crucial. -
White Collar Unionisation, Deskilling and Trust in Management

The relationship between skill, organisation and trust in management can be
explored further by examining the joint effects of trade union membership on
trust in management. From Table 43 itis clear that both trade union member-
ship and socio-economic group have significant independent effects on trust in
management. Across each socio-economic group trade union members show
significantly lower levels of trust. It is interesting to note that, although the
two-way interaction term is not statistically significant, the differences
between trade union and non-trade union members is actually greater for the
white collar groups than for the manual group. A similar pattern exists in
relation to attitudes to workers’ participation as can be seen from Table 44.
In the light of our concern with the effects of complexity, this finding is
particularly interesting because a number of authors employing a Marxist

21. Parkin (1979), Chapters 4 and 5.
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Table 43: Trust in management by socio-economic group and trade union membership:
: two-way Anova

Trade union members Non-trade union members Total

Professional, managerial and 47 .73 .60
administrative : (68) (76) (144)
Inspectional, supervisory .02 .40 17
and routine non-manual (195) (135) (330)
Skilled manual -.30 -.13 -.28
(200) (31) (231)
Semi-skilled and unskilled -.46 -.44 ~.46
manual (144) (34) (178)
Total -.15 32
(607) (276)
Source of variation SS F P
Main effects 129.30 49.3 <.001
Trade union membership 11.5 175 <.001
Socio-economic group 86.7 - 44.0 <.001
Two-way interaction 2.8 1.4 < .232
Total 706.0

Table 44: Attitudes to workers’ participation by socio-economic group and trade union
membership: two way Anova

s Trade union members Non-trade union members Total
Professional, managerial and -.09 -.29 -.19
administrative (68) (76) (144)
Inspectional, supervisory .02 -.23 -.08
and routine non-manual (195) (135) (330)
Skilled manual 17 .05 .15
(200) (31) (231)
Semi-skilled and unskilled 11 .16 12
manual (144) (34) (178)
Total .08 -.16
(607) (276)
Source of variation SS F P
Main effects 20.1 . 10.8 < .001
Trade union membership 4.6 9.9 < .001
Socio-economic group 9.2 4.6 < .001
Two-way interaction 1.9 1.3 < .001

Total 428.5
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perspective have viewed the growth in white collar unionism as a consequence
of aprocess of proletarianisation. Crompton (1976, 1979, 1980) has attempted
to demonstrate that changing patterns of white collar unionisation can be
explained by the proletarianisation of white collar workers which

.. . may occur in two ways: (1) the unproductive labour process
may in Braverman’s terms be ‘de-skilled’; that is ‘conception’
splits off from ‘execution’ and work is reduced to a series of frag-
mented repetitive operations; (2) the extent to which the white
collar worker carries out the function of capital may be progressively
reduced (1979, p. 467).

This process of proletarianisation is reflected in the changing “market’ and
“work” situations of white collar workers. Crompton (1979) attempts to
apply this analysis to the insurance industry in Britain. In the case of this
industry the application of ‘““modern managerial techniques coincided” with
the introduction of computers. She argues that the available evidence supports
the view that much work within the insurance industry has been ‘“‘de-skilled”
and control concentrated at higher levels and that this change in class situ-
ation is an important factor in understanding the growth and nature of white
collar trade unionism. However, the evidence on the effect of electronic data
processing to which Crompton refers, as she admits at a number of points, is
open to conflicting interpretations, Kelly’s (1978) concern with the contra-
dictory nature of the findings in his review of the relationship between
mechanisation and white collar unionism seems somewhat more appropriate.
More importantly as Heritage (1980) points out Crompton offers no evidence
that it is groups such as female workers on whom the impact of whatever
degree of proletarianisation has occurred will fall most heavily are more likely
to unionise. Thus, on the basis of the available evidence there seems in-
sufficient reason to dispute Bain’s (1970) claim that exponents of the
proletarianisation thesis have exaggerated both the extent and the effects of
office mechanisation and automation. Bain concluded that even those office
workers who have felt their impact have not been as adversely affected as is
commonly imagined. Furthermore, he emphasised that even if such effects
emerged in the future they would not necessarily encourage unionisation.
Thus, he stresses that it has not been those white collar workers such as
clerks and office machine operators who have been most ready to join unions
but those such as draughtsmen and journalists.

Crompton, in fact, provides little evidence to counter the case made by
Lockwood (1958) and Bain (1970) for the crucial importance of the change
in the typical work situation of the white collar worker from one charac-
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terised by association with authority and a lack of bureaucratisation to a
situation where employees are treated not as individuals but as members of
categories. The degree of bureaucratisation is significantly related to employ-
ment concentration. Under a bureaucratised system, terms and conditions of
employment as well as promotion prospects are determined not by the
personal consideration and sentiments of superiors but by rules which apply
impersonally to all members of a designated category. As Bain observes, once
an employee understands that the rules apply to him as a member of a group
rather than as an individual, it does not involve a great step for him to decide
that the most effective way of changing them in his favour is by collective
rather than individual bargaining.

The reason for pursuing the causes of white collar unionism was in order
to understand the nature of the relationship between such membership and
trust in management and attitudes to participation. There is no reason to
expect that white collar trade union membership per se -or the personal
characteristics of trade union membership should produce such an effect.
The preceding argument undermines the claim that skill per se or, more
precisely in this case, deskilling can provide an adequate explanation. Just as
the causes of white collar trade unionism cannot be reduced to changes in
skill levels but relate to changes in a wider set of control relationships, so
too the consequences of white collar unionism are more plausibly interpreted
not as a'consequence of proletarianisation, but of experience of such control
systems.'Thus, the relationship of white collar unionism to trust in manage-
ment and attitudes to workers’ participation provides further support for the
argument that the consequences of skill cannot be abstracted from the wider
power relationships.

Multivariate Analysis of Determinants of Trust in Management and Attitudes
to Workers’ Participation

In this section we wish to consider simultaneously the effects of a variety
of variables on trust in management and attitudes to workers’ participation.
The analysis will involve the following variables.

X14  Father’s occuational stratum

X13 Respondent’s age

X12  Highest educational qualification

X11  Occupational stratum at first job

X10 Respondent’s correct occupational stratum

X9 Evaluation of management in present company/organisation
X8 Complexity of work with data

X7 Complexity of work with people
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X6 Closeness of supervision

X5 Experience of unemployment

X4 Trade union membership

X3 Proportion of friends who are in non-manual occupations
X2 Trust in management

X1 Attitudes to workers’ participation

In each case the scores for occupational strata range from one in the case
of the highest stratum to eight for the lowest. Highest educational qualification
scores range from one for those who have a third level qualification to four
for those with primary certificate or less. Trade union membership was
scored as a dummy variable with one indicating trade union membership.
Experience of unemploymentis also treated as a dummy variable with a score
of one indicating some experience of unemployment. Evaluation of manage-
ment in one’s own company/organisation in comparison with management
in other companies/organisations was scored one for “extremely good”
through to seven for “extremely poor”. The multiple regression of variables
X14 to X3 on trust in management is set out in Table 45. Including occupa-
tional stratum and a number of variables relating to complexity of work,
experience of unemployment, trade union membership and social origins all
of which are known to be related to each other, increases the likelihood for
each variable of concluding that is not significantly related to trust in manage-
ment. If one wished to obtain a more precise measure of both the direct and
indirect effects of each of the variables a path analytic procedure would be
more appropriate. However, with the number of variables involved here such
a procedure would prove rather cumbersome and in any event the more
interesting question, we would argue, is the extent to which each of the
variables affects trust in management independently of location in the class
system. From Table 45 it emerges that, not surprisingly in view of its modest
correlation with the other independent variables in the analysis, evaluation
of the managementin one’s own company or organisation is most significantly
related to trust in management. More interestingly, current occupational
stratum has a decidedly significant impact despite the variety of related
variables included in the equation. Neither complexity of work with data or
people nor freedom from supervision is statistically significant. On the other
hand, experience of unemployment, trade union membership and the pro-
portion of the respondent’s friends who are in non-manual occupations and
father’s occupational stratum are significantly related to trustin management,
even when the respondent’s current position in the occupational stratification
system is controlled. Both age and highest educational qualification are also
related to trust in management with the youngest and least educated respon-
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Table 45: Multiple regression analysis of determinants of trust in management

(Standardised coefficients)

X14 -.06%
(1.9)

X183 BELETE
(3.6)

X12 ~.09%*
(2.0)

X11 .01
(0.2)

X10 ~ 19k
(3.3)

X9 — Q1% kkk
(8.1)

X8 .01
(0.3)

X7 -.08

. (0.7)

X6 -.04
(1.1)

X5 -.06%
(1.8)

X4 - 12%*Hk
(3.9)

X3 .08*
(1.9)

R? .291

F 28.9

N 858

Figures in parentheses relate to t values
*p< .05 **P<.025 ***P< 005 ***#*xp< 001,

dents expressing the lowest levels of trust.

Before examining these results in more detail it will be useful to consider
the pattern relating to the determinants of attitudes to workers’ participation.
However, it is necessary first to give careful consideration to the nature of
the relationship between trust in management and attitudes to workers’
participation. The measures of these variables employed in this analysis were,
as has already been explained, derived from the factor analysis of a set of
eight items. From the beginning it was understood that responses to the
items which were primarily intended to serve as indicators of attitudes to
workers’ participation would also be influenced by attitudes to management.
Thus, on this basis it was clearly necessary that the rotated solution should
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be of the oblique variety. However, as Nie et al. (1975) points out, one of
the difficulties with oblique solutions is that none of the objective methods
designed so far produce the best indisputable terminal solution. Thus, the
SPSS OBLIQUE procedure can be manipulated to provide a variety of
solutions as follows:

Value of Delta Type of Solution
Any positive value less than Extremelgf correlated solution
or equal to 1
0 Fairly correlated solution
-.5to+>b Less correlated solution

The value of delta used in the coblique rotation was 0 and the observed cor-
relation between the two factors was -.52, Since this correlation was deter-
mined in part by the method employed it cannot be taken as an objective
indication of the relationship between the two variables. In this study,
because of our desire to examine a variety of other aspects of working
conditions and attitudes, a relatively small number of items were employed
to measure the relevant dimensions. If one had sufficient items it would be
possible, despite the conceptualisation underlying the construction of the
items, to construct measures of each of the dimensions without any overlap
of items without causing any significant distortion of the underlying variables.
However, to have done so in this case would have led to serious distortion.
Thus, it is not possible to provide an unambiguous estimate of the correlation
between trust in management and attitude to workers’ participation, What
can be done, however, is to examine how it varies under different types of
solutions. Of the four types of solutions available to us, only two would
seem to provide any relevant information given our dilemma. In view of the
reasoning. underlying the development of the measures it would make little
sense to adopt an almost orthogonal solution. While the extremely correlated
solution cannot provide any relevant evidence, what is relevant, though, is
that the “less correlated” solution produces a correlation between the factors
of -.43. Thus, there would seem to be reasonable justification for arguing
that the substantive conclusions reached employing the measures derived
from the “moderately correlated” solution will not be misleading. In any
event it should be clear -at this stage what is involved in employing such
measures.

With this in mind the results set out in Table 46 can now be examined.
From this table it emerges, not surprisingly, that trust in management is the
most significant determinant of attitudes to workers’ participation. The
influence of class related factors on attitudes to workers’ participation




74 THE ECONOMIC AND SOCIAL RESEARCH INSTITUTE

Table 46: Multiple regression analysis of determinants of attitudes to workers’ participation

(Standardised coefficients)

X14 .04
(1.4)

X13 — 08 ***
(2.8)

X12 ~.10%*
(2.5)

X11 -.01
(0.2)

X10 -.08
(1.7)

X9 -.01

, (0.2)

X8 -.02
(0.6)

X7 -.03
(0.9)

X6 -.05
(1.7)

X5 .07
(2.5)

X4 .05*
(1.8)

X3 -.01
(0.0)

X2 -.70

(28.7)**xx*

R? 479

F 59.7

N 858

Figures in parentheses relate to t values
*p< 05 **P< 025 ***¥P<,005 ****p<.001.

operates to a large extent through their effect on trust in management.
However, experience of unemployment and trade union membership are
significantly related to attitudes to participation independently of trust in
management. Age and highest educational qualification are also statistically
significant with younger and more highly qualified respondents being most
in favour of participation, when the foregoing factors were controlled for
current occupational stratum and closeness of supervision, whose zero-
order correlations with workers’ participation were positive, were related to
the participation variable in a negative fashion.
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Conclusions

The results of the multivariate analysis confirm the picture given by earlier
results that the circumstances particular to an individual’s own place of
employment, as reflected by the relative evaluations of one’s company/organi-
sation have a significant influence on trust in management and attitudes to
workers’ participation. The significance of this finding should not be obscured
by the fact that the primary focus of this study is on other factors. How-
ever, it remains true that in the preceding equations relative evaluation of
one’s own place of employment accounts for a maximum of 10 per cent of
the variance in trust in management and five per cent of the variance in
attitudes to workers’ participation. Thus, the significance of factors going
beyond the individual organisation cannot be denied.

In examining the results set out in Tables 45 and 46 it is necessary to keep
in mind the fact that the nature of these equations means that rather stringent
tests of significance are being imposed on those variables which can be
thought of as components of class situation. Nevertheless, it is still extremely
interesting that while such factors as educational qualifications, father’s
occupational stratum, trade union membership and the proportion of
respondent’s close friends who are in non-manual occupations have a sig-
nificant impact on trust in management independently of current class
situation, this is not true for either of the measures of complexity examined,
nor for closeness of supervision. These results again suggest the importance
of appreciating that the consequences of particular work experiences cannot
be adequately appreciated independently of the wider class structure within
which they occur. In particular, it is necessary to emphasise that the com-
plexity or discretion divorced from class situation appear to have little
impact on workers’ general response to management. Thus, attempts to
change the quality of management-worker relationships by job-enrichment
schemes directed mainly at altering the technical content of the work are
unlikely to be successful. In examining the findings relating to the effects of
complexity of work with objects on trust in management we suggest that it
was necessary to take into account the manner in which discretion is achieved
and the extent to which the power which discretion confers is legitimised
by superordinates. The significance of factors such as social origins and
friendship patterns taken together with the fact that the evaluation which
they influenced was that of management in general points to the fact that
worker-management relationships are influenced not only by the individual’s
personal experience of work but by an understanding of the wider class
system which is derived, at least in part, from the experience of kin and
friends.




Chapter 4
The Social Context of Workers’ Participation

Prospects for Workers’ Participation

In this chapter we wish to consider the implications which the findings
reported in this study have for the possibilities of a variety of forms of
workers’ participation. We will deal first with those results which might
suggest an optimistic prognosis. All of the sub-groups examined in this study
displayed considerable concern with the intrinsic content of their jobs. In
fact, with the exception of those with the highest number of dependants the
intrinsic dimension was the best predictor of overall satisfaction. It is quite
clear that the vast majority of employees, given the choice, would opt for
jobs which provide an opportunity to use skills and exercise discretion. The
fact that workers in lower socio-economic groups express satisfaction with
jobs which by any objective criteria appear to offer little opportunity for
self-expression is not because their dispositions are such that they do not
need or want rewarding work. It is a consequence of constraint rather than
choice. An employee’s current job situation is evaluated in comparison with
what is realistically available.

The work values of the employees in our study would seem to provide
considerable encouragement for those who argue that jobs should be re-
designed to provide greater opportunities for worker involvement in decision
making. Furthermore, a significant majority of employees were in favour of
workers’ participation. For many this support included acceptance of the
idea that management should give workers a lot more freedom to organise
their work in their own way and that, in fact, most decisions taken'by managers
and supervisors would be better if they were taken by the workers them-
selves. While white collar workers were significantly less likely to hold such
views, particularly the latter, it remains true that only a minority of them
felt that managers know what is best for the firm and that workers should
do what they are told or that giving workers more say in running their firms
would not make things any better. Thus the attitudes of the higher socio-
economic groups while reflecting concern for supervisory and rnanagerial
prerogatives are far from authoritarian.

The question which must be posed is why, given the existence of such
positive attitudes, have participative ideas had such a limited impact on the
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way in which work is organised??? One part of the answer may be in the co-
existence with the positive values and attitudes referred to of other responses
to the work situation which produce a considerably more complicated pattern.
Thus, workers are concerned about extrinsic as well as intrinsic rewards and
at that stage of the life cycle where financial demands and responsibilities
are greatest the former are the more potent determinants of overall job
satisfaction. In addition, since satisfaction is quite clearly relative, rather
than absolute, notions of hierarchies of motives, where intrinsic factors
become the sole concern once certain absolute levels of extrinsic rewards
have been achieved, are less than helpful. It is also necessary to keep in mind
the fact that highly positive attitudes towards workers’ participation go
together with what, by any standards, are notably low levels of trust in
management. Furthermore it is those who are most in favour of workers’
participation who are most distrustful of management.

In considering the prospects for workers’ participation it is necessary to go
beyond what workers want and expect and focus on the social meanings
which are implicit in the design of work. Trust and distrust are manifested
not only in terms of personal social interaction but also in terms of the rules,
roles and relations which are imposed on others. From this perspective dis-
cretion is seen as a source of power and superordinates’ ability to minimise
discretion is a consequence of power. It is true that the evidence available in
this study showed that those who were least closely supervised and those
whose jobs involved the greatest degree of complexity of interaction with
data and people were most trustful of management. However, complexity of
work with objects produced no such effect and when other class related
factors were controlled for, neither did the other measures. Such findings
cast considerable doubt on the thesis that increased discretion and com-
plexity per se will produce improved worker-management relationships. The
evidence points to the importance of the manner in which discretion is
achieved and the extent to which it is legitimated by superordinates. It is
perhaps too extreme to suggest that job enrichment can only work on
management’s terms. However, it is true that the impact of changes in dis-
cretion has to be understood in the context of control systems which are, to
a significant degree, a consequence of the existing balance of power between
interest groups within the organisation.

22. There are of course a number of examples of participative structures in the public sector, Ynder
the provisions of the Worker Participation (State Enterprises) Act 1977 there are worker directors on
the Boards of seven State-sponsored bodies. Worker directors are also to be found in other public
sector bodies and discussions are in progress with the unions under the provisions of the National
Understanding about worker participation issues in the public service. However, on the basis of the
available evidence it appears reasonable to conclude that worker involvement in job design and other
aspects of work organisation reform is not extensively developed in Ireland.
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The central theme of this paper has been that class related factors are
significant not only in shaping wants and expectations but in determining
their practical consequences. The implications of the findings reported in
this study are not that workers are uninterested in, or unaffected by, changes
in work organisation but rather that (i) discretion is intimately related to
power and (ii) that it is difficult to formulate proposals for changes in work
organisation which do not have implications for both intrinsic and extrinsic
job rewards and for the relative position of different groups of employees.
Given this, it is difficult to see how changes could be implemented other
than through established collective bargaining procedures. It is interesting to
consider the support for the conclusions drawn here from other studies of
workers’ participation in Ireland. The Department of Labour’s (1980) dis-
cussion paper on Workers’ Participation notes how work reorganisation can
have an impact on wage systems and on skill and demarcations issues.?3 In
view of this it is not surprising that it recommends that arguments on the
reform of work organisation should be formulated whenever possible through
the existing collective bargaining and recognised consultative arrangements.
The report of Murphy and Walsh (1978) of the Irish Productivity Centre
provides further support for the views set out here. The projects undertaken
by the Participation Unit of the IPC employed joint committees “‘to establish
and build up trust between workers”. The report points out that in medium-
sized companies it can take up to eighteen months or more to move from
committee stage to first impact on shop floor. In older companies, it is
suggested ‘“‘there is often a considerable build up of prejudices and mis-
conceptions which must be aired before any real work can be done”.24 The
Department of Labour discussion document recognises that:

Any form of direct participation (such as job rotation, job enlarge-
ment, semi-autonomous group working, work restructuring and
flexible working hours) which gives employees more discretion
in running their own jobs and controlling their work situation
must entail some erosion of management prerogative and of
necessity, represent some decentralisation and devolution of
existing managerial functions (paragraph 4.18).%5

Finally, in the company referred to earlier, while it was generally felt that
the short term outcomes had been successful in the majority of cases, doubts
were expressed regarding the ability to sustain these improvements over time

23. Department of Labour, 1980, p. 48.
24, Murphy and Walsh op cit., p. 75.
25, Department of Labour, op cit., p. 46.
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without further changes occurring. The discussion of the relationships between
discretion, power and trust set out in this paper is echoed in the following
conclusion:

It seems likely that if job restructuring is to succeed as a strategy
for changing the nature of organisations and increasing the amount
of harmony between those organisations and the people who work
in them it will have to be accompanied by explicit shifts in values
from the top of the organisation down; and it will have to be pro-
cessed as a strategy through the organisation (Murphy and Walsh,
1978, p. 96).

In this section we have been concerned to explain the discrepancy between
the promise held out for the introduction of participative structures and the
reality of the marginal position in our industrial relations system occupied
by such structures. In part this has been achieved by considering additional
evidence on work values and attitudes to management thus producing a more
ambiguous picture. We have also tried to show that what might at first glance
appear to be contradictory subjective reactions to the work situation are a
response by employees to their work experiences and to what have been
referred to as the social meanings inherent in the manner in which work is
designed. We have attempted to emphasise constraint even more than choice
and to stress the importance of the objective organisation of work as well as
workers’ experience of it. In doing so we have attempted to move away from
the oversimplified notion that evaluating prospects for workers’ participation
is primarily a matter of understanding what workers’ values and wants are
and the choices which follow from such dispositions. Thus, for example,
Gruenberg’s argument, from the fact that workers place a high value on
intrinsic reward to an implied critique of labour unions whose primary goal
is that of increasing extrinsic rewards, lacks credibility.?6 Why do trade
unions adopt particular strategies? In attempting to answer this question in
relation to workers’ participation the first point which must be stressed is
that the reaction of trade unions to workers’ participation at any level is not
purely a consequence of factors internal to the enterprise but is influenced
by wider factors relating to trade union structure and to conceptions of the
appropriate role of a trade union and, more generally, the trade union move-
ment as a whole. Furthermore, critics such as Gruenberg fail to consider the
argument made by Mann (1973b) that the concentration of trade unions on
economic rewards is, in large part, a consequence of the fact that historically

26. Gruenberg (1980), p. 268.
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employers have been more willing to play that particular bargaining game
than to make concessions of managerial prerogative of control.

Workers’ Participation, Power and the Role of Trade Unionism

The previous discussion illustrates the point that the strategies which trade
unions pursue are not independent of those adopted by other actors in the
industrial relations system, In general, increases in discussion and activity on
workers’ participation have gone together with attempts to incorporate trade
unions into institutional arrangements designed to cope with problems of
inflation and unemployment. The available evidence suggests that workers’
participation, legislation and formal agreements on democracy have involved
attempts to accommodate labour within capitalist economies and have, as
Batstone (1976) suggests, reflected the exercise of power by workers as much
as they facilitate it.%” The general picture in Europe, Batstone reports, is one
where workers generally support the existence of participative systems but
arc seldom satisfied with their achievement. Worker directors, for example,
arc generally thought to have had a marginal effect.?® Stephens’ (1980)
examination of worker participation suggests that once a specific participation
scheme is introduced its further development depends to a large extent on
the mobilising efforts of the unions involved, their ideological orientation and
their organisational history and cohesion. Batstone similarly emphasises that
worker directors need to constitute apart of alarger system for the democrati-
sation of work relations; they need to be integrated into a set of institutions
which operate at a variety of levels.?® The evidence available from Murphy
and Walsh’s (1981, 1982) reports on the operation of the worker director
schemes in the semi-state bodies supports this view. Their report showed
clear evidence of positive attitudes towards the idea of having worker directors
coupled with diffuse expectations of the role they should play.

It would thus appear that if one attempts to separate discussion of the
prospects for workers’ participation from the role which trade unions play,
seck to play and which others wish them to play in the wider political system,
it becomes increasingly unreal. Goldthorpe (1981) notes that perceptions of
the difficultiés involved in accommodating trade unionism within free market
capitalism have taken a cyclical form, Early twentieth century notions of
incompatibility were replaced by the view that trade unions by successful
industrial and political representations of their members would play a crucial
role in the civil integration of the working class.?® Goldthorpe, however,

27. Batstone (1976), p. 39.
28, Ibid., pp. 30-31.

29. Ibid., pp. 30-31.

30. Goldthorpe (1981), p. 22.
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suggests that this post-war liberal view was in error in assuming that:

... the integration of labour movements into the pluralist institu-
tional structure —and any associated decline in working-class
consciousness and in the appeal of socialist ideology — was neces-
sarily a development favouring greater social harmony and cohesion.
(Goldthorpe, 1981, p. 23).

In fact, as Goldthorpe stresses, it is as unions have established themselves
institutionally within the capitalist system that their compatibility with this
system has become most problematic.

The situation in Ireland provides support of Goldthorpe’s argument.
Associated with major changes in the occupational structure (Rottman and
O’Connell, 1982), there has been asignificant increase in trade union member-
ship. In 1979 there was a total membership of approximately 499,000 which
compares with the figure of 172,100 recorded in 1945. The 1979 figure
represented 65 per cent of all employees with the figure being a good deal
higher for manufacturing. In 1978 the proportion of employees in this
country who were members of trade unions was third highest of the member
states of the EEC. The rate of increase from 49 per cent in 1970 to 65 per
cent in 1978 was the highest of the nine countries. There has also been a
substantial increase in the membership of white collar unions — defined as
unions whose membership consisted almost entirely of office, distributive
and professional workers. The membexship of these unions increased by 77,000
or approximately 97 per cent between 1966 and 1979.3! These figures do
not take into account the significant numbers of white collar employees who
are members of general unions. A significant majority of these employees
express a considerable distrust of management but this lack of trust is not a
consequence of a systematic questioning of the criteria underlying the dis-
tribution of job rewards which could be described as class conscious.

The conclusion regarding class consciousness which is drawn from Whelan’s
(1980) examination of variations in evaluations of the justness of the distri-
bution of job rewards does not imply the absence of disagreement relating
to the distribution of job rewards between the major employee socio-
economic groups.3? Thus, over one-eighth of the higher white collar group
think the unskilled manual workers are overpaid. While less than one in
twenty of semi-skilled and unskilled manual workers agree. More than one in
seven of the professional, managerial and administrative groups suggest that

31. Commission on Industrial Relations.
32. Op cit., pp. 66-67.
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tradesmen and other skilled manual workers are paid too much. One in four
skilled manual workers are of the opinion that clerical and similar office
workers are overpaid and almost one in five of other manual workers agree,
Most significantly, 35 per cent of skilled manual workers and 28 per cent of
semi-skilled and unskilled manual workers think that managers should earn
less. However, an understanding of the evaluations of the reward criteria
which underlie the assessments of the situations of specific groups requires
that one examines not isolated evaluations but the relationships between
evaluations. An evaluation of such criteria which could be described as class
conscious would require a recognition that the existing criteria are such that
there is an inevitable opposition of interest between certain groups. A manual
worker might consider that too much weight is given to criteria such as
responsibility, education, scarcity, etc., which favour higher white collar
workers and/or that too little weight is given to factors such as physical
effort, unpleasant working conditions, unsocial hours, etc., which would
favour manual workers. It is possible, however, for such evaluations to be
closely related or entirely independent. The existence of negative relationships
between the evaluations of the situations of distinct socio-economic groups
is consistent with an understanding that the favourable situation of one
group is necessarily at the expense of the other. In fact, the available evidence
provided no support for the existence among any of the socio-economic
groups of such an understanding of the reward system.

We have previously rejected the idea that these results can be explained as
simply being a consequence of a perception of an over-riding conflict between
employees as a whole and certain non-employee groups. The absence of
socially structured disagreement of a kind adequate to indicate conflict con-
sciousness regarding the distribution of pay between employee socio-economic
groups can be taken as an indication of some reasonable underlying level of
consensus regarding the criteria which should determine the distribution
between socio-economic groups. Of course, the fact that this value consensus
cannot be explained by reference to conflicts between employees and non-
employee groups should not be taken to imply that such conflicts are not
perceived to exist. Clearly, the controversy in recent years regarding the
distribution of the burden of taxation and the related demonstrations provide
ample evidence that strong feelings are held on such issues. The fact that
almost 60 per cent of our respondents thought that most companies could
afford to pay their workers more without doing their profits any great harm
is a clear indication of the division which exists. It is not possible to provide
further direct evidence from the survey on this issue. However, considerable
light can be shed on employees’ reactions to the distribution of rewards
within employee socio-economic groups and an indication provided of how
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the consequences of such evaluations are not as limited as might at first be
imagined.

No clear evidence could be found for the existence of value consensus
regarding the manner in which job rewards should be distributed within
socio-economic groups. In fact, it is quite clear from the available evidence
that employees are extremely unwilling to legitimate situations where they
consider themselves to be under-rewarded in comparison with their occupa-
tional groups, or where they think that their occupational group is relatively
deprived in comparison with their socio-economic group. This finding can
be explained by the fact that such employees are likely to feel that their
own inputs and those of their occupational groups are at least equal to those
typical of their occupational and socio-economic groups respectively, Perhaps,
not surprisingly, there is no evidence here of pragmatic acceptance of market
outcomes. Irish strike statistics demonstrate clearly that restricted reference
groups are no guarantee of industrial peace. Korpi and Shalev (1978) examined
the characteristics of industrial conflict in eighteen capitalist democracies
from 1946-1976 and provisionally identified a number of patterns. At one
extreme were Norway, Sweden and Austria, all of whom experienced an
enormous decline in worker mobilisation in industrial conflict. At the other
extreme were Ireland, the USA and Canada with no long run decline in
strike involvement and where the long duration of strikes has contributed to
giving them very high relative volumes of strikes in the period.

Korpi and Shalev’s classification of Ireland with the North American
countries appears to be, in part, based on an underestimation of trade union
membership. Furthermore, there is, of course, no implication that they will
follow similar paths in the future. It does, however, illustrate quite clearly
the point that the absence of conventional class structured politics, no more
than limited reference groups, provides no guarantee of industrial peace.
The fact that conflicts between buyers and sellers of labour are manifested
primarily within the employment context may, in important respects, be
seen to be a consequence of the weakness rather than the strength of the
labour movement. .

In Sweden, Norway and Austria where strike involvement is low, the
labour movement is highly mobilised both industrially and politically with a
considerable degree of integration between the two wings. The union move-
ment is highly co-ordinated and organisationally centralised and participates
in economy wide bargaining with employers and extensive public policy
bargaining. The strategies pursued by unions in these countries has involved
what Pizzorno (1978) describes as the substitution of political exchange for
economic exchange. The strategy implies an under-exploitation of short-term
market power. The gains that may be received are in terms of political power
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which in turn may be viewed as strengthening the capacity for the achieve-
ment of future benefits. Some of the difficulties that are involved in such a
strategy have been raised by Durkan et al., in their reviews of the Irish
economy. The essence of most income policies, Durkan et al., argue is an
attempt to affect the cost structure of firms.?® The improvement in the cost
position of firms is reflected in increased profitability. The hope is that
increased profitability will lead, in the first instance, to increased employ-
ment and then increased investment. However, Durkan et al., stress that
workers have no assurance that increased profitability will lead to either or
both of these desirable end results and even if it does, the question of owner-
ship of assets created by wage restraints must be settled. As Mathews and
Fox (1981) note these difficulties have been used to dispute the view that a
trade-off exists between employment and wages and to justify the goal of
maximising wages for those currently in employment. Durkan et al., however,
by recognising the conflict between significantly reducing unemployment
and increasing the earnings of those already in employment are led to raise
issues which take one from the sphere of economic exchange to political
exchange.

The trade union strategy implicit in Durkan et al’s discussion of incomes
policy has been described as ‘““no moderation without participation”.3% How-
ever, political exchange strategies raise the possibility that an “interpretation
gap” may arise between the hierarchy and at least some section of the rank
and file.35 Trade unions have to be capable of convincing their members or
be strong enough to resist immediate pressure. Thus, the structure of the
trade union movement is of considerable significance. There is little need to
spell out in any detail the situation in Ireland regarding the mutiplicity of
unions, the variety of bargaining strategies and the general agreement on the
need for the Irish trade union leadership to be circumspect to make sure it
is followed by the rank and file membership (Schregle (1975)). O’Brien (1981)
has discussed the problem of internal discipline in relation to the develop-
ment of national wage agreements. In practice, he notes the only penalties
which Congress can impose on affiliates which act in contravention of its
policies are apt to be either negligible and ineffective or substantial and
counter productive. Both external and internal threats to Congress efforts
to develop and implement a consensus on wage rounds have the same roots
O’Brien suggests.

Both turn on the fact that life outside Congress (and for the

88. Durkan et al., June 1975, December 1977, March 1979,

84. Crouch (1979), p. 46.
85, Pizzorno (1978).
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unofficial striker inside Congress) has tended to be less constrained
than life for the self-disciplined members of unions in Congress.

(O’Brien, 1981, pp. 161-162.)

Thus, despite the role noted by O’Brien,?% played by the Executive Council
of the ICTU in favour of a centralised approach to wage bargaining, the
structure of the Irish trade union movement is not particularly conducive to
stability of corporatist structures. It is in this context that O’Brien argues for
a state strategy which would strengthen the power of Congress against the
alternative of attempting to diminish the power and influence of trade unions.

It is clear thatIrish trade union structures are far from ideal in encouraging
the adoption and successful pursuit of the kind of political role necessary for
full realisation of the possibilities inherent in worker participation schemes.
Of course, there will be many who are willing to argue that trade unions’
primary function is, and should be, collective bargaining rather than the
transformation of authority structures and that current trade union structures
reflect the wishes of the members. Clearly, one is dealing here not simply
with questions of fact but also of political judgement. Furthermore, one has
no difficulty in accepting Schregle’s point that individual trade union members
will approve changes in trade union structure only to the extent that they
expect them to be better suited to the achievement of objectives such as
security of employment, security of income and improvement of working
and living standards. However, it is necessary to emphasise that workers’
wants are not confined to extrinsic rewards; they do wish to have jobs
which are more interesting and which offer greater opportunities for dis-
cretion and, more generally, to have a greater say in running the work
organisations in which they spend a great part of their lives. We have argued
that the achievements of such objectives would require trade union involve-
ment at a variety of levels. However, it is unlikely that trade unions will be
able to, or be permitted to, play such a role except as part of a wider political
involvement.

Conclusions

We hope it has been made clear that current structures for the control of
work cannot be seen to simply reflect what workers want from work. The
relationships between discretion, power and trust provide a variety of
possibilities and difficulties at task, enterprise and industrial relations system
levels. If progress with regard to workers’ participation is considered dis-
appointing and this, of course, involves value judgements, it is not because

36. See also Roche (1982).
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workers are naturally indifferent or management naturally authoritarian.
It is rather, that when the issue of workers’ participation as a general
strategy is pursued, it leads to questions concerning not just the organisation
of tasks but also the more general problems relating to division of labour and
the distribution of rewards. Furthermore, in circumstances where manifest
distrust of motives exists it raises the challenge of developing new political
arrangements relating to the conduct of industrial relations.
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APPENDIX A
The Sample: Methodology and Outcome

A combination of reasons which included both cost and the need to
ensure that our questions would be meaningful to all of our respondents
determined that our sample be restricted to male full-time employees in
Dublin.

Originally, we had thought in terms of sampling by organisation. The kind
of sample required would have involved selecting a small number of workers
‘from a large number of organisations. However, it became clear quite early in
the study that the kind of information which would make sampling by
organisation feasible would not be readily available in the vast majority of
organisations. Quite apart from the difficulties one would anticipate in
obtaining co-operation, the cost of assembling such information would be
prohibitive. Thus, the procedure set out below was followed.

The target population in the present study was employed males resident in
the 14 Dublin Dail constituencies. It was decided to use the RANSAM
sample selection procedure (Whelan, 1979) to select a random sample of
named respondents from the electoral register and then to exclude all those
found to be ineligible (females, retired, self-employed, etc.). The RANSAM
system operates by selecting a set of geographical clusters of names — in
this case 100 clusters of 50 names each — and also allows one to stratify these
clusters on the basis of certain indices of social status. In the present study
the index chosen was the percentage of the gainfully occupied population in
each cluster (area) employed in the labouring and transport occupations.
The clusters to be sampled were listed in ascending order of this variable and
a systematic sample selected from this list. Within each selected cluster a
systematic sample of 50 names was chosen.

Detailed tabulations, which confirm that both the response rate and the
representativeness of the achieved sample were satisfactory, have been
published elsewhere (Whelan, 1980).
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