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Abstract

This paper evaluates the orientations approach’s capacity to explain people’s understandings, commit-
ment and motivations regarding work. It traces the approach’s origins to problems in class theories of un-
derstandings, showing that, initially, it fails to solve these problems due to retention of problematic aspects
of these theories. It is shown that early uses of the approach stressed values attained away from work, and
a single determining principle; inconsistency and contrary evidence indicate this was a mistake; greater ex-
planatory and evidential consistency is attained when the possibility of multi-faceted orientations is al-
lowed for, and theories are reworked to eradicate inconsistencies. Orientation is conceived as a concept,
whereby it defines an understanding of work, and as a model, where it is composed of the interrelationships
amongst a range of related concepts, e.g., of wants, expectations, rewards, perceptions, preferences, satis-
faction, salience, etc. This paper examines what these interrelated concepts reveal of an orientation, and

thereby of understandings, commitment and motivations in respect of work.

Key words: Orientations, rewards, expectations, preferences, salience, satisfaction, routinisation,

commitment, motivation.
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Introduction.

This paper reviews the orientations approach
which was developed to facilitate research and ex-
plain people’s understandings of their work activi-
ty, and to surmount some of the shortcomings of
class theory. Unfortunately, the initial strategy of
this approach, of adding social supplements to
economic and class underpinnings, did not pro-
duce coherent explanations; this was due to reten-
tion of explanatory assumptions and concepts
which were highly problematic. It will be shown
that the layering on of additional explanatory fac-
tors side - stepped, and did not resolve the funda-
mental problems, nor did that of giving work a
minor position in people’s lives compared to other
activities. That such produced incoherent expla-
nations, and evidence which did not fit the theories
proposed to explain it, and resulted in the attri-

bution of the conditions of the explanatory failure

to the subjects.

It will be shown that the initial orientations strat-
egy, while correctly arguing that people arrived in
their first job with expectations, were incorrect in,
a) expecting these to endure for all subsequent
work life, and b) expecting these to derive from
values and contexts little connected with the work
sphere. Through illuminating these errors, a
more accurate perspective will be presented, which
points out that orientations are.the products of to-
tal life experience, and that for understandings of
work, work experience itself is critical. From
here, the concept of orientation will be detailed,
showing that orientations defined as determined
by a single reward were unable to comprehend the
breadth a person’s understanding, evaluation,
commitment and motivation in respect of their
work. The evidence in attempts to so determine
an orientation painfully showed this to be incor-
rect, that people expected more of their work lives
than a single reward, and revealed dissatisfaction

where rewards were inadequate, regardless of the

amounts of any single one, even where that is
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money.

In determining what people desire of employ-
ment, there is a danger that questions elicit what
respondent’s consider reasonably possible given
their circumstances, and not true wants, a danger
that single reward determined orientations are
more liable to fall foul of. Addressing this dan-
ger, orientations theorists model the interrelation-
ships of related concepts, of rewards, wants, per-
ceptions, expectations, importance, salience, satis-
faction, total satisfaction, commitment, moti-
vation, to determine true evaluations and under-
standings. It will be shown that these concepts
and how they interrelate reinforces the evidence
that orientations are accurately conceived as
multi - faceted and that peoples’ ongoing work ex-
perience is critical for determining their under-
standing of that work. Further, it will be demon-
strated that there is no compensatory orientation,
whereby large amounts of any single reward com-
pensates for inadequate amounts of any other, on
the contrary that high levels of any single reward
heightens the salience of increasing other rewards,
in other words, it heightens the dissatisfaction
with those rewards thought wanting. In terms of
satisfactions, the strongest contributors to total
satisfaction are promotion and intrinsic job re-
wards, the first because it promises more of all
rewards later. Lastly, it will be shown that in
many of the orientations studies there was a a cu-
rious lack of appropriate measures of a sense of
achievement, even recognised as promotion, for
example, the promoted worker’s sense of achieve-
ment was frequently not considered, a woeful
omission, which needs be repaired. By taking into
account such concerns, with proper development,
and through reconstruction of its basic assump-
tions, the orientations model can offer a very fruit-
ful approach to accessing and explaining people’s

understandings of their work, career, commitment

and motivation.
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I. Sources of Orientations

Classical economics viewed labour two-fold as
a source of value and as a cost (a cost to be re-
duced by increasing productivity), and ascribed to
labour a similar conception of work, as a cost en-
dured for wages received'. The resurgence of
neo - liberalism in economics and politics rein-
forced this view of labour as a cost, to be made
flexibly disposable to enable economic restruc-
turing, shows this to be an enduring view, at the
heart of which is the notion of an effort bargain,

of wages paid for effort received, determined by

market forces?.

Criticism of this view contended that for people
work was more than a cost, indeed that it was a
central need for their reproduction and the expres-
sion of their humanity; that their understandings
of themselves and of society at large could only be
explained by reference to their social location in
respect of productive activity. Intractable difficul-
ties with this very ambitious sociological theory
led, not to its abandonment, simply to attempts to
modify it by adding explanatory layers onto its
conceptualisation of society. What classical eco-
nomics, class theory and subsequent modifications
of class theory shared in a common was classical
economic’s conception of free and determinate
market forces, despite recurrent explanatory fail-

ure and evidence that markets are far from free

and determinate.

Formulated to overcome the problems encoun-
tered by theories which located social under-
standings within the social - economic relations of
production, orientations were presented as sup-
plementary explanatory factors. Social - economic
factors remained crucial, however, in addition
people brought understandings and values with
them which shaped and qualified the meaning of
work, rather than social-economic locations de-
Determinants of

iy

termining all understandings.

social understandings can be grouped as:
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Social - Economic Relations of Production; 2) Cul-
tural Values; 3) Community; and 4) Ongoing Life

Experience.

1. Social - Economic Relations of Production De-
termine Understandings.

Initial attempts to explain people’s under-
standings of work locked to social and economic
relations of production as the prime causal agent,
which can be traced to class analysis. Class theo-
ry attempted to provide a unitary model of social
understanding grounded firmly in social reality,
in the class relations of modernity, where work,
necessary for human reproduction, self-
fulfilment, and human expression, was potentially
a unity of means and ends, of conception and exe-
cution within capitalism, this unity was constantly
fractured, and the social organisation of produc-
tion and class positions were identified as deter-
minants of people’s understandings of their world,
including their work, employment circumstances.
Labour, as the sole source of value and as a recal-
citrant potential, rather than a plastic deter-
minate, capacity, imposed transformation of work
from formal to real subordination® upon capital
and labour through processes of market compe-
tition, creating impoverishment and alienation
that affected the workers’ experiences, their con-
sciousness, of and commitment and motivation to
work, for their employers. The explanatory prob-
lems of this model are extensive and well known,
particularly the shortcomings of class based at
tempts to explain social understandings (Holm-

wood and Stewart 1983, Parkin 1979, Wright

1985.), thus the turn to orientations.

2. Orientations from Cultural Values.

Weber shifted the analytical emphasis from pro-
ductive, economic causality due to the failure of
class theory to explain social understandings and
capitalism; social class and economic factors re-
mained central, Weber added causal elements and
stressed meaning as complimenting causality.

His Protestant Ethic exemplifies this, as an ori-
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entation to economic activity derived from cultural
values; it is a value rational, ideal type that, Weber
argued, oriented people’'s understanding of their
life and work, unintentionally facilitating the cre-
ation of capitalism. The Ethic, an ascetic ori-
entation* to productive activity, is the main source
of later orientations to work approach in socio-
logical theory. For Weber the Ethic was, in effect,
the social value orienting actors in value rational
action (wertrational); for cultural values to func-
tion as explanada for capitalism’s origins they
could not have been other than value rational; they
could not have been instrumental rational action
(zwerkrational) because the ends themselves be-
come rational in terms of the means and capital-
ism explains its origins in terms of its own ration-

ality of existence.

In consequence, orientations became prior con-
ceived value rational attitudes brought to work.
The turn to prior ‘out - of - work’ factors was to ex-
plain response variations to common Workplace
conditions; as such orientations were considered
applied to, not acquired through, actual work ex-
perience which, therefore, was necessarily made
less important for individuals. Chinoy's Ameri-
can Dream, for example, is a work orientation de-
rived from extrinsic cultural values which, like the
Protestant Ethic, positioned work, productive ac-
tivity as a means to ‘get-on’ in another sphere of
life.

required hard work and unlimited ambition to

The American Dream provided values that

climb the ladder of occupational and business suc-
cess; the initial orientation derived from a cultural
context with little relevance for his subject’s oppor-
tunities within the social structure. Regardless of
their ambitions, as Chinoy stressed, the edu-
cational and financial resources of his semi-
skilled industrial worker subjects, further, severe-
ly constricted their advancement opportunities.
Experiencing this, he argues, leads them to rein-
terpret, not abandon, the American Dream using
alternate extrinsic values of consumption and

leisure, and to displacement of their work lives.
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Their reinterpretation provides little more than
wistful ambitions and plans with little chance of
success, especially those for a small business, with
the only ‘solid’ outcomes of their discontentment
and ambitious plans being aspirations for, occa-
sionally the achievement of, steady - paying jobs,
and the accumulation of commodities which ‘fur-

nish them psychological’ palliatives:

“....talk of leaving the factory, particularly when fo-
cused upon the traditionally sanctioned goals, serves
to reinforce the worker’s identification with the domi-
nant values of American culture. Even if he recognis-
es... the emptiness of his talk of buying tourist proper-

ty or a turkey farm... In his own mind he may appear

to be persevering and hopeful, ambitious and hard
working just as he is encouraged to be....

Without a ‘life - plan’ which commits them to follow a
series of more or less recognised steps, workers si-
multaneously entertain goals, or they continually shift
their attention from one goal to another, usually with-
out investing much hope or effort in any particular

one.” (Chinoy 1955 p.95, & p.118)

Thus, the workers’ factory lives, the costs they
bear and the financial rewards they receive have
substantial consequences for their lives beyond the
factory, but are of little value to them otherwise
and, therefore, yield from them little commitment
or motivation to stay or leave. Consequently, their
attributed orientation is dislocated, without prac-
tical substance; the writer has come to attribute
an orientation to his subjects, the American
Dream, that has little apparent practical sub-
stance for their actual social situation and be-

haviours.

3. Orientations from the Community.

Another strategy introduced community to ex-
plain orientation (Cohen 1987, Goldthorpe et. al.,
1968, Gouldner 1955, Lockwood 1982. Salaman
1974, Tunstall 1962), however, by not tackling with
the original explanatory problems this strategy
compounded them and did offer their solutions.
Identifying a geographically, (;ulturally, socially
cohesive, bounded group who share common

‘unique views', particularly of themselves, their
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activities and world has proved problematic and
telling, especially where the said unique communi-
ties are located within larger, modern societies,
have mobility, mass communication facilities, and
are interdependent with, supposedly external, un-
like cultural and social - economic structures. The
problems with this strategy are tangible in the
commonplace explanatory slippage to and from
community; where behaviours and/or under-
standings do not conform with expected standard
processes, unique community features are drawn

on to explain the exception, where these do con-

form supposedly standard processes are said to

apply.

These difficulties and explanatory slippage are
apparent in Gouldner’s study (1955) of a gypsum
mining and production plant. Gouldner attributed
an unexpected common orientation, the indulgen-
cy pattern,® to managers and workers and con-
tended that it derived from the common small,
traditional community where the managers and
manual workers lived, sharing informal commu-
nity and family, not formal bureaucratic and in-
dustrial, ties and values. However, the indulgen-
cy orientation underwent alterations which were
uneven as they affected the managers, surface
workers, and underground workers; the manag-
er's orientation changed towards the surface
workers, whose orientation changed, but remained
unchanged towards the miners, whose orientation
remained unaltered. Confronted by such change,
Gouldner argued that the standard model of bu-
reaucratic, capitalism partly applied; he attributed
the change to the parent company, and its partial
application to the particular requirements for ef-
ficient surface and underground work. However,
community was added as an explanatory factor
only where expected processes and structures of
market and bureaucracy, of distinct management
and worker orientations, appeared to be absent,
and as soon as they seemed to conform with stan-
dard theoretical expectations, community as an

explanatory factor was dropped. Such inconsis-
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tencies, imply that the first orientation had little
to do with community, and was more due to pro-
duction requirements in compromised safety con-
ditions and the organisational and bargaining ca-
pacities of the workers, with management realis-

Gould-

ner’s difficulties derived from his theoretical ex-

ing the weakness of the surface workers.

pectations of an impersonal bureaucratic, fiscally
calculating, plant, not matching the indulgency
pattern. Thus, what he took to be unique and in-
consistent with existing theory, and what might
not have been so unique as he thought, he at-
tributed to what he thought novel also; the shared
community of the managers and workers, not con-
sidering that features of the indulgency pattern
could be found where these groups did not share
a common community; the explanatory problems
encountered were inherent and fundamental, yet
remained unsolved by the ad hoc addition and

abandonment of community,

Cohen’s study (1987), of Whalsay, Scotland, at-
tributed a traditional orientation to Whalsay fish-
ers derived from the community. However, find-
ing clear, cohesive evidence of a unique Whalsay
community with the unique consistent values nec-
essary for such an orientation, proved impossible.
Rather than re-consider his thesis, Cohen pre-
ferred, due to granting his subjects incorrigibility,
being unable to produce a satisfactory expla-
nation, and of the possibility of later being shown
to be misplaced in his analysis, to adopt post-
modern theory, whereby requirements for integri-
ty in the evidence are supplanted by expectations
and need for vagueness and contradiction, where-
by the identity of insider and outsider, the mean-
ing of traditional and modern, are required to be
uncertain and conflicting in their manifestation in
the subjects’ thinking and practices. (c.f., Suther-
land 1993). Goldthorpe et al., (1968) put a unique
twist to this by proposing lack of community, due
to geographical mobility; they advanced life cycle
position, downward social mobility and subjects’

geographical mobility, which is a lack, a lack of
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community, as sources of orientation. Ultimately
though, all factors only predisposed people to
adopt the orientation they attributed to them, even
in their cumulative effect, and did not fully ac-

count for its adoption.

4. Orientation from Ongoing Life Trajectory.
Shifting explanatory emphasis from internal to
external factors created explanatory inconsis-
tency, an inability to clarify source factors, and
orientations of little practical worth. Moreover,
classical economic conceptions of work as a cost
and the class model, as well as their shared under-
standing of market dynamics, remained largely
unreconstructed. The original models were left
largely intact when circumstances could be fitted,
and supplemented where not, as though their ex-
planatory problems were particular, rather than
general; an inadequate response. Furthermore,
evidence indicates that work remains a formative
experience for the individuals concerned, not as
a sole determinant of their world view, but as a
critical determinant of their understandings of,

and responses to, work.

External and internal factors are more clearly
conceptualised as background factors, of the social
background, and foreground factors®; of the im-
mediate work location. Blackburn and Mann
(1979), and Prandy et al., (1982), examined their
relative impact on orientations, and found that
while easily stated this distinction is not so
straightforward in reality; e.g., some factors
commonly considered background are given mar-
ket force by employers as indicators of employee
qualities, also occupational status brings into con-
sideration the status of fathers and friends, also
discussed as background factors despite having

foreground force, Prandy et al., wrote:

“...in addition to those factors, such as the respon-
dent’s father’s status or his own educational experi-
ence, which are clearly and temporally in the ‘back-
ground’ there are also factors related to work but

which are in the past the respondent’s first job, for
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example and those which are in the present, but not
directly part of his work experience such as the oc-

cupational experience of his friends.” (1982 p.44)

There are factors related to, in the past and not of,
the immediate work experience, moreover there
are sources of work experience which do not derive
from the subject’'s work situation either, but from

that of their friends. Prandy et al., continued:

“...there can be no doubt that systematic factors in
particular the associated rewards and perceptions,
play an important part in the explanations of ori-
entations. it is misleading to think of priori ori-
entations. To do so entails an artificial division be-
tween work and non-work life which is just not sup-
ported by the evidence. Orientations to work are not
just something brought into work from outside; they
Back-

ground factors certainly have an influence but present

derive from the individual’s total experience.

work experience is of crucial importance in shaping

these orientations. Once this is allowed for the con-

tinuing direct effects from social background are very
limited.” (1982 p.112)

Thus, foreground factors were intervening vari-
ables which became dominant, that the causal ef-
fect of background factors on orientation is super-
seded by current circumstances. Background fac-
tors, critical in locating a person in their first job,
receded in importance over time, especially where
careers yield improvements in employment condi-
tions. The subjects can be said to have transcend-
ed the social background, but not the ‘present cir-
cumstances’ of their orientations which remain
more reasonably located in the context of their ap-

plication.

Blackburn and Mann concluded that background
factors had a stronger influence on orientation
than Prandy et al., a difference that can be at-
tributed to a, Blackburn and Mann’s perceptions
of orientation (to be discussed later), b, to their
belief that having background influence offered
some guarantee as to the longevity and extensive-
ness of the orientation, and ¢, experience of pro-

motion, as their subjects were manual workers
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with little promotion experience, whereas Prandy
et al., studied white collar workers with who the
effect of background factors on orientation receded

with promotion.

It would seem that social research of work has
come almost full circle, although with a narrower
focus; from work activity and the benefits it pro-
vides being crucial for the full spectrum of social
experience and understanding, to their being crit-
ical for the experience and understanding of work.
Rather than looking to social background factors
to explain why class location does not account for
social understanding, and stressing that subjects
willingly conceive of work as a cost for the more
desirable consumer rewards that it brings,
stronger explanatory possibilities are afforded by
taking proper account of people’s assessments of
their circumstances and

employment recon-

structing explanatory concepts and theories to fit.

II. Orientation as a Concept and as a Model.

Now it is necessary to look more closely at ori-
entation by examining how they are perceived and
postulated as operating. Confusingly, in the lit-
erature, orientation itself is both a concept and a
model; as a concept it is defined both as under-
standing and as inclination; as a model it is con-
ceived as a set of relationships amongst other, re-

lated, concepts.

Orientation as a Concept.

As a concept orientation is given either a singular
or plural definition: as the former, it is conceived
as an inclination sharply determined by a single
factor; as the latter, it is conceived as multi-
Weber's

Protestant Ethic orientation was multifaceted, and

faceted, composed of multiple features.

in Parsons’ view actors have a system of ori-

entations that:

“...s constituted by a great number of specific ori-

entations. Each of these ‘orientations of action’ is a
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‘conception’ (explicit or implicit, conscious or uncon-
scious) which the actor has of the situation in terms
of what he wants (his ends), what he sees (how the sit-
uation looks to him), and how he intends to get from
the objects he sees the things he wants (his explicit or
implicit, normatively regulated ‘plan’ of action.”
(1976 p.54)

What Parsons details here, is implied by theorists
of a work orientation; that it is in some way inte-
total life

grated with people’s orientation.

Goldthorpe et al., defined orientation as:

“...a particular orientation which workers have taken
towards employment from the wants and expectations
that they have of it, and thus of the way in which they
define their work situation and rather than simply re-

spond to this.” (1968 p.8)

For them orientations are the definition of the sit-
uation individual actors bring to any social con-
text, here it is brought to, and composes their

This def-

inition can be singular or plural, but when they

wants and expectations of, their work.

construct their ideal type orientation to work it is
singular: their instrumentalist orientation is dom-

inated by one reward, money.

Blackburn and Mann quite astutely criticised
Goldthorpe et al’s emphasis on a single, instru-
mental, orientation characterising all workers,

however they defined orientation as:

“...a central organising principle which underlies peo-
ple’s attempts to make sense of their lives.” (1979 p.16)

Thus, an orientation is given a single organising,
value rational principle. There can be many vari-
eties of these singular orientations that different
groups of workers could adopt, which would bene-
ficially sustain them in non-competing relation-
ships in the labour market. Blackburn and Mann
are unhappy with this singular conception and are
unable to overcome severe problems; a. of connect-
ing people’s reports to a single reward or feature;
b, finding evidence showing workers pursuing a

single reward, regardless of cost in other rewards;
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and ¢, of the holder’s need to confine their oppor-
This

leads Blackburn and Mann to differentiate strong

tunities to fulfilment of any single reward.

and weak orientations:

“...in the strong sense... concern is with one type of
work reward to the exclusion of all others, so that the
worker may be characterised by his orientation, for

example, as an ‘instrumental’ worker.... There is,

however, a weaker sense of workers having ori-

entations. Rather than a single dominant concern, the
worker may have a whole set of expectations and rel-

ative priorities. Such an orientation profile would

rarely if ever be consciously expressed by the individu-
al but would nevertheless underlie his actions and

judgements about work life.”
(Blackburn and Mann 1979, p.145)

This suggests that orientations are composites not

determined by a single reward, yet:

“In this sense it is still a ‘central organising principle’,
(ibid. p.145)

though a less simple one.”
The problem for Blackburn and Mann’s strong
orientation is lack of fit to the understandings and
behaviours of their workers to who they attribute
them; weakening the orientation acknowledges its
explanatory frailty, it does not strengthen its ex-
planatory power. Seeing orientations as composed
of bundles, as multifaceted forms, while making
them more complex in their application by their
holders, does strengthen their explanatory power.
Rather than solve this problem of lack fit of the
replies to their single reward orientation con-
structs, they prefer to blame their subjects for
their own theoretical inadequacy, and hope no one
will notice that they are weakening the evidence
criteria’. Indeed, their search for, by interpreting
which features would be compatible with a specific
identifying feature of, any of their weak ori-
entation, in the responses of their subjects proved
largely fruitless. An obvious question points to
the interpretation process, but there is also anoth-
er of the concurrence of identifiers in responses
which may indicate orientation constructs quite

unlike those they coalesce around the singular
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identifiers that they seek. They do not sufficiently
allow that the variations revealed through their
questions might indicate constructs that constitute

a composite orientation. They state:

“Here we arrive at the major flaw in the orientations
model, or indeed in any rationalistic model, of the
labour market. It appears that, for the most part,
workers are not able to choose employment according
to some of their most important priorities. The most
important element of work enjoyment is not even part
of the employer’s offer of work... And the factors
which induce positive feelings about work are not nec-
essarily those which influence job choice. Now we are
not saying that these intrinsic aspects of work are of
greatest general importance to the worker just because
they induce ‘good feelings’. Nor are we saying that
they do not have a significant influence on labour mar-
ket behaviour, particularly in decisions about staying
or moving. Our argument is that different aspects can
come into play with varying degrees of force in differ-
ent situations. This does not mean that workers can-
not have orientations whose relative priorities are
called up according to circumstances, but it does cast
doubt on the possibility of strong orientations, and on
any model of the labour market solely in terms of

worker’s choice.” (Blackburn and Mann 1979 p.155)

A strong single factor determined orientation does
make life easier for someone job hunting or evalu-
ating their circumstances, but in this weakened
form it produces an indifference curve of other fea-
tures being trade against the weakly dominant
orientation identifier. Also, it is not clear what
brings any particular feature into weak domi-
nance, how motivating it then is for the worker, or
what sustains its dominance thereafter, none of

which should be ignored.

Prandy et al., define orientations to work suc-

cinctly as:

“...the expectations and priorities, that people have in
(1982.p.78)

regard to the rewards available at work.
Responses no longer need reveal a single central
organising principle; Prandy et al., do not create
and search for single facets, instead they examine

the appearance and causes of variations within
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orientations. The idea that bundles of features of
work are critical for conceptualising orientations

allows orientations to be seen as a whole:

“Looking back over both expectations and salience to-
gether, although there is general evidence that the dif-
ferent rewards are related, in such a way that increas-
es in some lead to greater emphasis on others, it is
impossible to point to any simple relationship, such as
a progressive ordering of rewards. While we find, for
example, that those earning more tend to put more
emphasis on an improvement in the way they use their
abilities, we find alsc that those who see their jobs as
providing them with more control and use of their abil-
ities give greater weight to improvements in income.
It is of course possible that a more detailed analysis
might reveal a pattern, especially if it involved a con-
sideration of development over time, but none is indi-
(ibid. p.112)

cated by our results.”
In this sense, orientation can be seen in a more re-

alistic, multifaceted, way. Rather than ori-
entations simply being conceived in the negative,
of all else having to be constantly compromised to
optimise returns of the determinate reward or fea-
ture, there is reason to see them as more con-
sidered constructs revealed gradually throughout
an interview., Rather than orientations necessarily
having a single determiner that is prioritised in a
trade - off with other potentially obtainable fea-
tures, there are reasons to expect that more of one
reward or feature may be associated, not with the
acceptance of less of others but with the ex-
pectation of, and a greater importance given to,
obtaining more of others, and that there is some
satiation point with factors. Consequently ori-
entations are more likely to be to a variety of re-
wards and features, except in conditions of severe

and enforced privation.

M. Orientation as Model.

Here the concepts commonly used with ori-
entation to form a model to (a) identify which con-
cepts have been used to access orientations,(b) ex-
amine how writers have elicited information from

subjects relevant to these concepts, (¢) determine
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what researches reveal of the relationships among
these concepts, (d) assess what they reveal of an
orientations, and (e) select which constitute the

optimal orientation model.

Rewards and Motivation,
All studies of orientations evaluate rewards, but,

as Prandy et al., point out:

“It is scarcely novel to treat human beings as
reward - seeking, but a major problem has always
been that such an approach has tended to lead either
to tautology, in that any goal pursued can be under- °
stood as a reward, or to vagueness, in that no simple
formulation can cover the wide variety of goals and
rewards that people pursue, or both. The present
treatment attempts to avoid these problems by spec-
fying in advance a limited range of rewards that indi-

viduals seek at work...” (1982 p.4)

However, along with possible problems created by
overly limiting the range of rewards, there is an-
other problem; of restricting intentions in work to

the rewards it is imagined to provide. Work and

the occupation pursued are projects, that can be

successfully accomplished or not, can ac-

complishment here be regarded as rewards, does

this transform these into tautological goals?

Nonetheless, in approaching goal seeking there is

a specific difficulty: that of,

“...specifying the relationship between general moti-
vation and the rewards sought in employment... At-
tempts to demonstrating the over - riding importance
of one particular reward as a motivator in the em-
ployment situation have the advantage of conceptual
economy, but they have failed. Indeed, the partial
success of each has made it clear that a variety of re-
wards must be considered. Those writers who have
recognised this fact have tended... either simply to
suggest several, perhaps with some indication of their
relative importance but with an assumption of homo-
geneity of motivation, or to hypothesise about possible
differences in motivation.... A far more promising
approach... has been to accept that workers may differ
in the kinds of reward that they seek at work. How-
ever, if vagueness and circularity are to be avoided, it
is essential that some attempt is made to explain these
differences in the relative importance of various re-

wards and differences in the actual level of ex-
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pectations regarding those rewards.” (ibid. pp. 4-5)
If there is such heterogeneity of motives then it
should be that some patterning in them will be ob-
servable consistent with different occupations and
work situations, providing some basis for explain-
ing motivations respecting that occupation, espe-
cially when expressed within the context of the

range of alternative, available occupations.

Rewards, Perceptions and Preferences.

There is evidence to support the conclusion that
subjects’ reports of their employment circum-
stances relate to actual objective phenomena, some
of which, such as income levels, are thought more
accessible than others. Nevertheless, income lev-
els are most commonly used as an objective indi-
cator of rewards that an occupation offers; this is
so with Goldthorpe et al’s study, for example, al-
though they also consider the classification of oc-
cupations and their skill requirements. Blackburn
and Mann attempted to map the local labour mar-
ket and the objective job features characterising
their subject occupations in each firm and tested
the accuracy of their subjects’ perceptions and
knowledge of the quality and wage rates of the jobs
available within that market, which they found to
be accurate, agreeing with the evidence of such ac-
curacy found in study of Turner and Lawrence

(1965).

Goldthorpe et al., obtained and proceeded to ne-
glect some of their workers’ perceptions of re-
wards and preferences. Preferences were mea-
sured by workers indicating their preferences, and
the reasons for these, from among their present
job, any other job that they had held in the same
firm, and any other jog they regarded as available
to them. These preferences were interpreted as
indicating satisfaction levels, which interestingly,
these preferences indicated that high satisfaction
were due to high perceptions of immediate work
The workers also revealed

task, and promotion.

dissatisfaction in that they experienced monotony,
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lack of absorption, and an excessive work pace.
The

cupations, but they revealed that all of their sub-

responses to these varied amongst oc-
jects experienced deprivation and dissatisfaction.
The curiosity in these perceptions and preferences
is why the subjects remained attached to their
jobs?

broad spectrum of multiple responses, with the

Questions probing attachment yielded a

single most frequent being the level of pay,® thus
Goldthorpe et al., concluded money was the prime

goal and defining work orientation as instru-

mentalism.? The degree of attachment and pri-

oritisation of money varied amongst occupations,
resulting from their having experienced promo-
tion, and high skill levels producing lower attach-

ment. Curiously, their subjects’ attachment was

considered unaffected by their having a preference

for any other job:

“In seeking to become ‘affluent workers’, the ma-
chinists and assemblers in our sample have, no doubt
with varying degrees of self - awareness, given prima-
cy to extrinsic satisfaction from work, and therefore
have chosen jobs of a kind which would enable them to
come near to maximising the economic returns from
their labour. In consequence of this, they frequently
experience deprivation in relation to some of those as-
pects of work they have devalued... they... have low job
satisfaction. But... their relatively high degree of at-
tachment to their present employment, and the expla-
nations they give of this attachment, indicate that their
the

kinds of satisfactions which in their case have priority

major wants and expectations relative to work

are being generally met.... Nevertheless... notwith-
standing the variations in orientation to work... the in-
strumental aspect of employment is very strongly em-
phasised by all groups of workers within our sample.
In all groups... considerations of pay and security ap-
pear most powerful in binding men to their present
jobs... in [their] having left previous, and otherwise
preferred, employment...”

(Goldthorpe, et al., 1968 p.36, pp. 37-8)

The authors contended that their subjects had cho-
sen to forgo the better intrinsic rewards, greater
skill or educational requirements of previous jobs
for ones offering less of these money rewards.

Even were this true, it is not possible to regard this
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outcome as wholly satisfactory for their subjects
given the broad spectrum of the evidence. It is not
true, as Blackburn and Mann say, that Goldthorpe
et al’s model is revelational; much of what their
workers revealed is disregarded, whereby current
occupation and the one most frequently reported
reason for current job attachment are prioritised.
It is a misfit model; their workers are described
as willing, but dissatisfied occupational misfits.
What the findings of Goldthorpe et al., reveal is
that workers, theirs included, are likely to have a
number of facets to their orientation to work and
that one, the satisfaction of, one single facet can-
not fully replace these and generate substantive

commitment and motivation.!?

Blackburn and Mannobtained their subjects’ rea-
sons either for, or not, wanting to work for differ-
ent firms'! which they interpreted to generate 17
expressed work preferences. However, as they
point out, there is some uncertainty whether these
are discrete entities; a) some are vague and gener-
al and may not be alternatives, but may include,
other preferences; and b) as occupations are struc-
tured hierarchically, whereby low or high levels of
one factor tends to be found concurrently with sim-
tlar quantities with other factors, it is possible that
a preference describes coexisting factors. To tack-
le the descriptive problem, these preferences were
analysed to see if they revealed any persistent
preferences expressed of the firms. They conclud-
ed that only 456% of their sample had meaningful
persistent preferences. The preferences were cor-
rectly taken to be a direct measure offering
prospects of a more concrete conception of ori-
entations. Persistent preferences were checked
against responses to questions of complaint con-
cerning work experiences; specifically, for exam-
ple, those with a persistent wage preference were
checked against their hypothetical willingness to
change firm for more money, to rank a really good
wage as a high priority, being more likely to have

knowledge of local wage rates, and those with a

persistent intrinsic job preference against ranking

_Zlﬁ

enjoyable work highest. While producing some re-
inforcement of the persistent preferences as a
whole, examination of the respondent’s job history
and reasons for changing firms revealed different
factors again from those found in the persistent

preferences.

As Blackburn and Mann note, questions such as
these probe the reality of a worker’s situation. In
an attempt to extract some of the ideal elements
of an orientation they asked their respondents if
they did or do not enjoy their jobs and if so why,
and what they liked about the best job they ever
had; this produced another reordering of priorities
amongst the factors found in the preferences.
Faced with this reordering, they suggested that
orientations are for bundles and that variations

occur with change in the context:

“One implicationis that we cannot have a simple view
of ‘importance’. What is important to the workers de-
pends on the frame of reference within which the work
is being considered.” (1979 p.156)
At this stage, faced with little evidence of strong
orientations, they are troubled that their subjects
might possess no orientations. It is, however, a
mistake to expect the same answer to questions
regarding multiple firms and jobs, unless they are
indistinguishable from each other. What is bewil-
dering is why they did not follow their own insight
that orientations were bundles, whereby they
should have expected composite variations across

responses.

Prandy et al., focused on subject’s perceptions
of five rewards (income, status, social relation-
ships, intrinsic job rewards and security); com-
paratively perceived with those obtained by their
own occupational group, by typical manual work-
ers and by top managers, with each comparison
made for within the respondent’s employing or-
ganisation and with wider society They found
such perceptions to be interrelated and that several

shared determinants, of which income and status
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were the most important:

“...income and occupational status, are themselves
rewards, and naturally have a major influence on the

respective perceptions.... The individual’s perception

of his own status in the company and the wider soci-
ety, is determined more by his income than by our
measure of occupational status. Furthermore, it is the
single most important factor in perceptions of intrinsic
job rewards both control and use of abilities, and even
of social interaction. Only in the case of perceived se-
curity compared with other groups is it not significant,
but here occupational status has some effect.... [Also]
it is clear that there is a tendency for the different re-
wards to vary together.... there is little indication of
any complementarity, such that less of one reward is
compensated by more of another.”

(Prandy et al., 1982 pp. 75-7)

As income and status levels, due to the oc-
cupational structure being hierarchical, probably
stand for other facets also, what they are calling
here the main determinants are not the deter-
minants, but are Fperhaps theyco-determinants,
of which they are indicators; the covariation of
perceptions of rewards that they find is conducive
with such a view. Perceptions of income and sta-
tus levels, then, relate to general features of oc-
cupational positions without adequately account-
ing for the influence of specific ones of these gen-
eral features. Thus, the orientation here is found
to be to, and influenced by, composites of facets
and the causal effect, due to the hierarchical na-
ture of occupations, is from concurrent higher or

lower levels of rewards.

This section examined the concept of rewards
finding that that concept alone was inadequate for
constructing and analysing an orientations model
because there were factors that could not be encap-
sulated within it without the concept losing mean-
ing. It was shown that rewards and other features
of work were closely related to their occupants re-
ported perceptions of them, and that no single fea-
ture of an occupation could sufficiently account for
an orientation, due to a variety of, not unconnect-

ed, reasons: Attempts to explain an orientation
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by prioritising one facet as the determiner of the
orientation inevitably encountered problems which
should, perhaps, have been expected and which
point to a multifaceted conception of orientations
as being more adequate to the task. Preoc-
cupation with the concept of reward, with what
could be considered common facets, neglected dis-
tinguishing facets of productive activities that gave
each some uniqueness; distinguishing as well as

common facets inform orientations and need to be

accessed.

Expectations; Realistic and Ideal, and Salience.
As orientations are necessarily intentional, so-
cially located, and require the expression of desire
and the exercise of choice, this yields a crucial dis-
tinction between wants and expectations: If an
orientation constitutes understanding of the social
world, of work, it determines what is wanted of it,
however, if the orientation is continually and thor-
oughly constrained by social reality it does not ex-
press desires and choices exercised, it is simple
cognisance and acceptance of what is, and, there-
fore is incapable of accounting for wants and be-
haviours as these are not the outcome of the ori-
entation. This problem of distinguishing the
wanted from the possible given the restraints of
circumstances led Blackburn and Mann to dis-
tinguish between reasonable and desired ex-

pectations:

“It will be useful to distinguish between ‘reasonable
expectations’ and ‘desired expectations’ or ‘wants’.
The two are not independent because both are con-
strained within the frame of reference of what seems
possible. However, the {irst is what is reasonable in
relation to the available possibilities, and so what is
fair, while the latter may entail the maximum possi-
ble.
different for non - skilled workers, but they are not the
(1979 p.177)

Our evidence suggests that the two cannot be very

same....”

They consider that reality constrains wants and
expectations, particularly non-skilled workers
who are, and experience themselves as, more con-

strained, and are consequently less ambitious in
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expressing their wants. Similarly, Prandy et al.,
noting that expectations were both conceptually
problematic and difficult to operationalise, at-
tempted to introduce an element not entirely con-
strained by reality by distinguishing expectations

from wants:

“The crucial problem lies in trying to distinguish em-
pirically between what might be called wants and our
concept of expectations. Wants would refer to what
individuals would want in some ideal sense, whereas
expectations are what they realistically desire, given
the situation in which they find themselves. The diffi-
culty is that the idea of expectations clearly argues
‘Reality’,

that is, would completely constrain their expectations,

against individuals being too ‘realistic’...

and perhaps even their wants as well.... If individuals

are not being completely ‘realistic’... then their ex-

pectations will not perfectly match their actual re-
(Prandy et al., 1982 pp. 81-3)

wards.”
Thus, wants are something desired if the existing
situation could be improved. While neither wants
nor expectations can be completely severed from
their social context; they are to different degrees
constrained by the location of their application. In
another sense, complete severance is undesirable,
as it would lead to irrationality and not to effica-
cious understanding. Nevertheless, the issue of
satisfaction, for example, relates to this problem
with wants and expectations; expressed satis-
faction is meaningless unless there is some honest

evaluation of rewards against wants and ex-

pectations.

Blackburn and Mann's difficulties with ex-
pectations are compounded, in part, from their not
affording their subjects any evaluation of their fu-
ture, thus, there is no conception of change, devel-
opment or progress, or impression or lack of it, in
the circumstances in which they are acting and
working, at most they search for evidence of a
promotion orientation, In contrast, Prandy et al.,
asked respondents about their expectations for fu-
ture living standards, based on past experience
and life cycle effects. Perhaps Blackburn and

Mann assumed that their subjects had little
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prospects for promotion, so little expectations for
improvement, which would ignore the more gener-
al anticipation of annual salary increments. Chi-
noy saw future ambitions as expressed in the hope-
less desires for owning a business that became
simply desires for expanded consumption.
Goldthorpe et al’s questioned their subject about
what they aspired to ten years later. These sorts
of questions go some way to overcome the problem
revealed through the distinction of wants and ex-

pectations, unfortunately not entirely.

Importance, General Importance and Salience.
Another concept that arises in the orientation
model is that of importance; the importance of
work or of its particular rewards and conditions,
however, difficulties arise in trying to access what
actors consider important of work or anything
else. Productive activity, for Marx, was the basis
of human social life, critical for every aspect of so-
cial life, however, faced with explanatory prob-
lems regarding objective processes and subjective
Dubin,

(e.g., Chinoy,

Goldthorpe et al.,) downgraded the importance

responses, theorists
work to that of facilitating consumption; this was
neither novel, nor did it solve the explanatory
problems respecting the relevance of work. Fur-
thermore, such problems are not solved by propos-
ing individual heterogeneity either; any such indi-
vidual diversity requires to be connected to the

common processes within which they are situated.

The problems the theorists encountered while at-
tempting to access the importance of work are in-
formative, Goldthorpe et al., attempted this
through expressed preferences and the reasons
given for them, and largely their problems were
self - created; they elected to disregard the in-
formation obtained. Dubin attempted this via
questions of importance, Blackburn and Mann
through both preferences, and by asking respon-
dents to discriminately order aspects of work ac-
cording to their importance for them where they

encountered considerable difficulty in getting sub-
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jects to discriminately order features in descend-
ing order of importance. Explanatory difficulties
such as these, their conviction that orientations
must be singular, along with the fact that these re-
sults did not adequately correlate with the prefer-
ence data, led them to interpret their results as re-
vealing weak orientations. They are only weak,
however, in their explanatory strength and such
a conclusion does not conform with the idea that
importance and preference vary with context
which, more accurately and fruitfully, can be in-
terpreted as composites. Prandy et al., suggested
that Blackburn and Mann’s approach was con-

ceptually ambiguous;

“In the first place it confuses the issue of what might
be called general importance, that is the overall signif-
icance ol work in providing for various needs, with
what we shall refer to as salience, that is the extent to
which, given the individual’s current situation, a re-
ward acts as an actual or potential motivating force for
behaviour. The second confusion is linked to the first
and to the problem raised earlier in respect of ex-
pectations, of the ideal versus the constrained and real-
istic. This is the implicit assumption that all rewards
can be pursued on the basis of wants, in our ter-
minology, and a failure to recognise that their avail-
ability is highly constrained. The voluntaristic as-
sumption of the existence of free individual choice thus
underlies both confusions, since by ignoring the sec-
ond distinction it tends also to dissolve the first.”!?
(Prandy et al., 1982 p.84)

Two questions are raised here. First, salience is
conceptualised as the power of a single reward to
motivate a person, later it is measured as the rel-
ative desire for a small improvement in each of five
rewards by asking subjects to order each reward
according to which they would first, second, third,
etc., most welcome a small improvement. As a
measure it is a measure of relative dissatisfaction
with specific rewards and dissatisfaction can be
considered the motivator. It is not certain that
Prandy et al., are actually measuring importance,
relative or not, by their method of excluding selec-

tions; it possible for more than one reward to be

of equal or very similar importance, in which case
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the differences between rewards are exaggerated.
Furthermore, the restricted of range of selectable
rewards, that Prandy et al., offer, might mean
that the measure is not of the most important re-

wards or conditions.

This brings out the second issue; as rewards are
offered in bundles the design and precise con-
stitution of which actors have little control over or
ability to make refined choices from amongst, ac-
cording to their own personal constructs of impor-
tance, relative or not, actors are required to priori-
tise some rewards and conditions over others, as
much according to composite availability as pref-
erence. With the structure of occupations being
hierarchical rather than compensatory in terms of
the rewards offered, the top jobs are rich in all,
and the bottom ones poor. Prandy et al., hoped
that salience, as they define and measure it, will
deal with this constraint while marginally sur-
passing 1t by asking respondents to indicate their

priority for improvements in rewards and the ones

most motivating for action.

For salience, Prandy et al., argued that the effect
of structural factors and perceptions is more com-
plicated than for expectations because salience
might result from the gap between that desired
and that available. Salience and expectations dif-
fer in that salience is relative, and is obliged to be
excluding, and that the salience might be greater
for reducing a smaller than a larger gap between
expectations and rewards because it is seen as

more manageable:

“...the relationship between the two measure means
that we cannot assume any simple causal ordering...
we cannot easily say whether expectations regarding
a particular reward are higher because that reward is
important, or whether it is important to him because
his expectations are higher, or rather, because the gap
between his expectations and his achievements is
greater. Our approach is to view both as necessarily
arising out of the whole complex of circumstances in
which the individual finds himself, including his var-

ious expectations and perceptions which interact with
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one another to constitute the relative salience of re-
(ibid. pp. 88-9)

wards.”

Thus, their evidence indicated perceptions of re-
wards to be interrelated, and an overwhelmingly
strong effect on the expectations and salience of
each reward derived from the perception of that
reward. Detecting consistency in the data, at this
point, they conclude that comparing a simple
model, where orientations were seen as arising
prior to the work environment, with a complex
model, which conceived rewards and perceptions
as intervening variables, the latter was superior,
however, neither adequately explained salience.
As perceptions and expectations co-varied they
concluded that the former were positively related
to the latter. Hypothesising a model that assumes
the

asymmetric effects of perceptions and expectations

expectations determines salience shows
upon salience and provides indication of the rela-
tionship between different rewards The results of
this suggested that expectations had a greater ef-
fect than perceptions, and that higher perceptions
of one reward increasing the salience of others (to
be expected, as salience was constructed to relate
to dissatisfaction). Many of the orientations mod-
els that displaced work as secondary to con-
sumption advanced a compensatory conception of
rewards, i.e., that more money reduced the impor-
tance and expectations for other rewards. Prandy
et al., found this true only of perceptions of promo-
tion, which reduced the current expectations for,
and salience of, other rewards, otherwise high
perceptions of a reward marginally increased the
expectations and salience of other rewards, con-
sequently rather than a compensatory model there
is an increase awareness of lack with other fea-
tures, perhaps also reflecting that that is the way
the employment market is structured; hierar-
chically, and that the only way that we can speak
of compensatory model is either where promotion
prospects were high indicating greater increases
tomorrow in return for present dissatisfactions, or

where peoples’ circumstances are constrained and

work recognised as extremely hazardous or dirty,
etc., is compensated by relatively high salaries for
the qualifications of the individuals so employed.
Their evidence indicates that the major causal fac-
tors were in current circumstances, not past or
background factors, in the levels and perceptions
of rewards on the expectations and salience of fac-
tors and that a compensatory model, whereby
people are content with inadequate returns of some
rewards because another is, or others are, rel-

atively high does not exist.

Satisfaction, Total Satisfaction and Commitment.

Issues of people’'s assessments of their employ-
ment are frequently, if not wholly adequately, ad-
dressed as issues of satisfaction, there are count-
less satisfaction studies whereby respondents are
asked how satisfied they are with rewards, etc., af-
forded them in their employment. Satisfaction
can be with either individual rewards, aspects of
a position or occupation, or it can be total satis-
faction with a position or occupation. As con-
ceptual variable such satisfactions are measures
obtained from responses to direct questions, of
how satisfied a person thinks they are with either
specific aspects of a job, or with a job in general,
and/or to oblique questions, which are thought to
reveal or reflect total satisfaction. What these are
not, although they are sometimes carelessly inter-
preted so, are indicators of happiness with a job.
Logically, total satisfaction must equal the sum of
all individual satisfactions, thus the contribution
of other factors needs to be through individual sat-
isfactions, or rather, for both to be equally af-
fected or unaffected. No study, however, has
asked questions for all the individual satisfactions

to sum and equate with total satisfaction.

There are, however, two problems associated
with job satisfaction: First, there is the common-
place view that regardless of substantial variations
in the conditions and types of work experienced by
workers, satisfaction studies usually found that

those workers generally report moderate satis-
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faction, large variations in conditions do not pro-
duce like variations in reported satisfaction levels.
Second, not unconnected, is the problem that satis-
faction reflect constricted ex-

reports may

pectations more than satisfaction or wants.

Blauner for example, argued the first, stated this
was due to cultural bias and respondents per-
ceiving direct satisfaction questions as challenging
their personality, that questions need to be more
oblique. Goldthorpe et al., concurred, addressed
satisfaction through job preferences, and conclud-
ed that their subjects experienced dissatisfactions.
However, claims that there is no relationship be-
tween results and conditions are false; studies that
examine responses to comparatively evaluate mul-
tiple occupations commonly uncover variation in
the levels and patterns of satisfactions and prefer-
ences reported relative to occupation.'® Satis-

faction must always be interpreted relative to its

context, expectations and importance.

Concerning the second problem, Blackburn and
Mann argued that satisfaction'*was dependent
upon the orientation which effected it through ex-
pectations and salience; uncertain how these fac-
tors affected satisfaction they, nonetheless, were
sure that all causal agents were constrained by re-

ality:

“...the level of expectation refers not to the level the in-
dividual would like but to the level at which he will be
satisfied. Such...
ceptions of what is possible rather than his ori-

is a function of the worker's per-

entations. Indeed, orientations... are themselves con-
fined to what is seen as possible and tend to give prior-
ity to these aspects of work where ‘reasonable’ levels
and significant variations in rewards seem possible.
Satisfaction then depends on the relationship between
orientations and actual experience within the frame of
reference of what is perceived as possible.”

(1979 p.168)

With this, they have painted themselves into a cor-
ner, no closer to solving the problems that con-

front them.
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Having not measured expectations Blackburn
and Mann, postulated that if there is an inverse re-
lationship between expectations and satisfaction
that, given that an orientation is what is valued of
work, there should be an inverse relationship be-
tween them and satisfaction. However, as they
found no relationship, between the mean averages
of satisfaction and those of preferences or impor-
tance, they argued that this may be the result of
variations in rewards, or unfulfilled expectations,
or constricted opportunities. They argued that

satisfaction can indicate the importance, and
thereby the orientation, through there being a high
standard deviation in the mean value of a specific
satisfaction. However, the nearer all workers
were to being satisfied with an item the less the
variations in the response, consequently if these
deviations were to be indicative of importance they
needed to be greater than expected, given the size
of their mean values. They found fringe benefits,
pay, hours and autonomy had such higher devia-
tions, which generated a problem for them, as
these findings conflicted with their preference,

etc., results,

When analysing their data Blackburn and Mann
were unable to causally or meaningfully interre-
late the preference, importance and satisfaction
data; the questions related to these and other fac-
tors that they put to respondents produced data
sets with no consistent correlations amongst them,
suggesting either that workers had no ori-
entations, merely sets of attitudes to specific cir-
cumstances or questions, or that their orientations
had not been directly tapped by the questions, or
that there were problems with the way the in-
formation was interpreted. The authors thought
the solution to their problems here lay in the con-

cept of expectations and describing the ori-

entations as weak:

“Orientations define the levels of expectation and
salience for the rewards on each aspect of the job,
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while satisfaction on each aspect is a function of the
expectations and rewards, contributing according to

its salience.... The narrower the frame of reference,

that is the more the present situation is seen as natural
and inevitable, the less scope is there for ‘wants’ to dif -

fer from ‘reasonable expectations’. Satisfaction is

concerned essentially with what may reasonably be

expected, with fairness rather than pleasure, and fair-

ness in the restrictive context of the ‘way things are’.”
(Blackburn and Mann 1979 p.177)

Thus, satisfaction is made a product of con-
strained reality more than of orientations. Of
course, suggesting that orientations are weak is
really suggesting that the orientations proposed by
the authors are weak at explaining the results ob-
tained, not demonstrating that the actual ori-
entations the orientations of their subjects are

weak.

In contrast to this apparent confusion Prandy et
al., found that their respondent’s satisfactions
with the rewards tested interrelated with each oth-
er, and with other factors. Some satisfactions had
a positive effect on satisfaction with other rewards;
satisfaction with intrinsic job rewards, especially,

but also satisfaction with promotion and status.

Comparing satisfaction with salience data,
Prandy et al., found mostly that high salience ac-
companied low satisfaction, except for intrinsic
job rewards, where satisfaction and salience were
both high, and status, which indicated problems in
interpreting satisfaction; that satisfaction did not
necessarily lead to low salience, low importance,
of a reward for behaviour and wants for that re-

ward:

“...of intrinsic job rewards, there may be relatively
high satisfaction and yet a relatively strong emphasis
on an increase in this type of reward. Conversely,
as... of status, satisfaction may be comparatively low,
but improvements on this factor may be of no great

importance to most individuals.”
(Prandy et al., 1982 p.115)

They found that satisfaction with, increased with
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perceptions of, rewards and decreased as ex-
pectations increased.'® The rewards with the
strongest effect on other rewards and satisfactions
were, first, perceptions of promotion and second,
perceptions and expectations of intrinsic job re-
wards; higher perceptions of intrinsic job rewards
increased all other satisfactions, and higher ex-
pectations decreased their respective satis-
factions.!® The expectations, perceptions and sat-
isfactions of these two predominate, thus they con-

clude:

“Promotion is easy to understand... The importance
of intrinsic job rewards is less expected, and is for that
reason perhaps more interesting.... almost all discus-
sion of job satisfaction emphasise the importance of
intrinsic job factors, and these results lend weight to
this. It might be argued that the importance of intrin-
sic rewards has generally emerged because the ques-
tions of satisfaction have generally been answered
within the frame of reference of the job itself, or at
least the work place, rather than the present employ-

ment. However, this is quite explicitly not the case

here. Not only is the individual’s experience of the in-
trinsic aspects of his work of significance in itself, but
it appears also to colour his expectations of and, inde-
pendently, his satisfaction with other rewards avail-
(ibid. pp. 121-2)

able to him from work.”
It would seem then that the perceptions of rewards
have a positive effect on satisfaction, their relevant
expectations have a negative effect, and each satis-
faction has a positive effect on other satisfactions.
While this is generally so the strength of the effects
are differential with the strongest from the use of
abilities and control intrinsic job rewards. They
examined satisfaction as the outcome of the bal-
ance between perceptions and expectations with
salience as the resolution of competing satis-
factions finding salience and satisfaction in inverse

relationship except for social interaction.'”’

Total satisfaction, as Prandy et al., note, al-
though usually considered an indicator of, is a de-
terminant of commitment to an organisation.'®
Thus, that satisfaction with intrinsic job rewards

and promotion contributed most to total satis-
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faction (perceptions of intrinsic job rewards pro-
vided the only other influence), these contribute
‘most to commitment. The effect of satisfaction
with intrinsic job rewards on satisfaction with oth-
er rewards revealed its contribution to be the most
diffuse of any satisfaction. As the salience of in-
trinsic rewards and income was about equal this
is discordant with their contribution to total satis-
faction. The greater the individual’s assessment
of the salience of a reward the more it contributes
to his total satisfaction (importance may result
from satisfaction, but their method of measuring
salience produces an inverse relationship with sat-

isfaction). Prandy et al., concluded:

“The results on satisfaction indicate very clearly the
importance of two major factors. One is the nature of
the work task, as this is given by the two intrinsic job
rewards: use of abilities and control. This aspect of
work contributes more than any other to total satis-
faction, and even spills over into satisfaction with other
aspects of the job. This is true also of promotion... a
belief in promotion acts as a means of coming to terms
with the present situation because it holds out the
prospects of personal change within the existing struc-
ture of the organisation leading to increases in future
rewards.” (1982 p.135)
The causal efficacy of intrinsic job rewards, use
of abilities and control, and of promotion leads
logically to their being considered important.
Other studies concur with the effect from intrinsic
job rewards on satisfaction and commitment, and
add complexity of task to this. (Lincoln and
Kalleberg 1985, Blackburn and Mann 1979 pp.174

-5)

Orientations Leading to Achievements.
Orientations need to have force to be explanatory
of people’s evaluations of, commitment and moti-
vation to, their employment. If is agreeable, as
Blackburn and Mann stressed (1979 p.17), that
orientations are required to have some enduring,

extensive forcefulness, but it is incredible to argue,
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as they, for orientations be weakened to fulfil this

requirement. They are correct to criticise
Goldthorpe et al., though not because excess em-
phasis of ‘revealed preferences’ imposed depen-
dence on the immediate situation and lack of en-
during stability on the orientation. Goldthorpe et
al’s problem with their orientation was not its
proximity to, but its distance from, its location;
their own evidence reveals that their subjects
would prefer not to endure the compromises ‘reali-
ty’ imposed on them; they revealed their ori-

entation, but to be largely discounted.

Certainly, orientations need to have force, ex-
the

wants, priorities, satisfactions, and behaviours of

planatory force, regarding expectations,
the people to whom they are said to apply; ori-
entations were proposed to explain such under-
standings and behaviours which makes sensitivity
to any indications of the subjects’ orientations be-
ing frustrated and or compromised incumbent up-
on social theorists utilising the orientations ap-
proach. Divorcing the orientations from the con-
text of their application does not enhance their ex-
planatory power, it simply makes them a value ra-
tional, no value irrational model without any in-
teractive feedback and, thereby, procedures of as-
sessment of performances and outcomes. The ori-

entations holders are then presented as socially in-

competent.

Too many social theorists of orientations to
work, faced with intractable explanatory difficul-
ties, tilt in that direction. Their subjects assess-
ments of their opportunities, the desirability of
these and whether they wish to purse them, and of
successes and failures in that, and in the practice
of these once obtained, alongside other desired ex-
periences in some balanced pattern, are central
parts of any orientation to work. Such assess-
ments are integral to the process of setting goals
and undertaking action for their achievement and

anticipating problems and evolving methods for

surmounting any problems that arise. In this the
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assessment of success and failure is both im-
mediate, as in assessing past and present perfor-
mances and achievements, and projected, when
assessing the capacities for dealing with problems
present or in the future. Workers are involved in
an assessment of their past, present and future
performances in both usual circumstances and
unusual predicaments. Yet, despite their social
action leanings, too many of the theorists who de-
ployed the orientations model to examine people’s
understandings of their productive activity tended
to give scant consideration to notions of success or
failure and self-assessments of performance.
They usually consider the issue obliquely, if at all,
through proxies such as satisfaction, advancement
in standard of living, the achievement or not of
promotion (Goldthorpe et al., 1968). It should be
remembered that perception of success often raises
confidence and leads to new levels of aspiration or
ambition; success cannot, therefore, be regarded
simply as satisfaction. Nevertheless, satisfaction
is the approach most commonly employed, rather
than success and failure, prospects, etc., as impor-

tant factors, to explain actors’ understandings and

actions directed at their productive activity.

self -

or lack of

Chinoy considered his respondents
assessments of their achilevements,
them, as well as their prioritising security, moves
on the informal job hierarchy, progressive ac-
cumulation, and other values as achievements,

sometimes in compensation:

“...to convince themselves that they are getiing ahead
and that they are not without ambition, workers apply
to the ends that they pursue the vocabulary of the tra-
They extend the meaning of
(Chinoy, 1955 p.124)

dition of opportunity.

ambition and advancement”

However, he considers these re - evaluations as on-
ly partially effective, leaving the worker self-

deprecating and dissatisfied:

«

‘...the defences which the workers erect against the

self - guilt and self - blame generated by limiting aspi-
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rations and failure to get ahead tend to strip their jobs
of meaning and to inhibit rather than stimulate per-
sonal growth and self-development. Both security
and small goals in the factory (except wage increases)
are essentially defensive in character. The concern
with security is based upon fear and uncertainty;
sought - for job improvements (again except for wage
increases) entail primarily escape from difficulties.
As goals... they constitute patterns of avoidance rather
than of creative activity. Once gained, they offer
workers no positive gratifications, no meaningful ex-

periences.” (ibid. p. 130)

Therefore, workers’ reinterpretation of the Ameri-
can Dream is only partially successful and, while
supposedly reproducing the Dream and the society
which frustrates them, it leaves their goals and
achievements as meaningless for themselves as it
is for society. Despite essentially analysing mean-

ing, his solution is meaningless, dislocated, activi-

ties and understandings.

Goldthorpe et al., gave minimal attention to the
question of assessments of achievements. The one
group that they did consider to have been influ-
enced by their self - assessment in their employ-
ment evaluations was the machine setters who they
thought were affected by their experience of pro-
motion. The issue of assessment of achievements
arose again, briefly, later when they considered
their subjects’ attitudes to starting their own busi-

ness:

“...it may be noted that... for a number of men, yet
further hesitancy about self-employment resulted
from the doubts which they had (or which had been
brought home to them) on the wisdom of putting in
hazard their present, not unfavourable, economic po-
sition; the position that in most cases they had built
up through having secured employment which afford-
ed them higher earnings than would most other kinds
And...

men had already made considerable sacrifices in at-

of work available to them.... many of these
taining their existing standard of living - particularly
through enduring inherently unrewarding and stress-
ful jobs a reluctance to jeopardise their achievements
is all the more readily understood.”

(Goldthorpe et al., 1968. pp. 134-5)
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Their subjects achieved from, for their lives out-
side of, their work, but at considerable cost.
Gouldner, perceptively found that in the ori-
entations of the miners, due to the dangerous, col-
lective nature of their work, the miners had per-
ceptions of accomplishment that reflected in their
personalities, unlike the surface workers; the min-
ers considered themselves competent and largely
in charge of performing their jobs, which was re-
flected in their resistance to authority and the dis-
pensations they demanded and achieved, quite un-
like the surface workers, whose notions of

achievement were thus seen more as failure.

Blackburn and Mann’s (1979) considered their
subject’s self - assessments of achievement as fail-
ure as the concept personal suitability, which was
recognition of constrained job opportunities inter-
preted by them as personal incompetence. Per-
sonal suitability was the recognition of the hierar-
chical nature of the job market and of exclusion
from jobs higher up the scale than their own. It
was also recognition of the comfort of avoidance
of risk in staying at their current firm and po-
sition. Personal suitability was an entirely neg-
ative concept when it could equally be a positive
one describing a personally desired or heartfelt ob-
jective. Sometime, though, people consider oc-
cupations, forms of work, to be especially suited
to their character or personality; they conceive that
they have some deep need to pursue a line of activi-
ty because it is self - fulfilling or accomplishing in
some way. Personal suitability, thus, can mean
more than negative assessments of self, though in-
dividuals may be ridden with some doubt, and of
opportunity. It is more than living in less desir-
able housing or experiencing downward mobility;
it may be so in some less than desirable circum-
stances, but it needs to be recognised that it cannot

in all circumstances be only these.

Prandy et al., (1982) frequently speak of attain-
ment in regard to individuals and their oc-

cupational positions and/or promotion in either its

attainment or anticipation. They also speak of
workers having expectations connected to their cir-
cumstances that are either obtained or not and
that are assessed in terms of satisfaction with the
actual rewards attained. Perceptions of rewards,
expectations, attainments, occupational position
and satisfactions they rightly consider result in
strategies whereby the individual attempt either to
adapt themselves to their situation or to modify

their situation to their designs:

“The problem of importance is less a matter of the lev-
el of a reward than of its significance to the individual,
and one would expect that it would be a function not
only of general social experience but also of the extent
to which the individual has achieved his expected lev-
el.” (Prandy et al. 1982 p.83)

Achievement, then, is central to the notion of the
salience of rewards obtained from work is the no-
tion of achievement but not, alas, of self-
recognition of the effort applied and the ability to
achieve specific positions and bundles of rewards.
The weight ascribed to achievement needs to be
taken beyond satisfaction, promotion perceptions,
etc., though, to also giving consideration to the
subjects’ assessments of their own ability, striving
and achieving. This is especially important where
opportunities and access are considered as con-
strained and requiring some effort to surmount

constraints:

“Promotion occurs within social processes which are
sufficiently predictable to raise doubts about the de-
gree of effective decision-making that is possible.
However, its special characteristic is that it allows just
such a sense of personal choice and voluntarism within
a stable system. This sense of competence is an im-
portant aspect of the experience of non - manual work-
ers, which of course is reinforced by the very pre-
dictability of the process.... the emphasis on individual
attainment tends to deflect concern away from the sys-
tem itself and so also from ways of attempting to
change it.... career advancement helps to maintain

and reproduce the existing system.” (ibid. p. 177)

Thus, assessments of competence features in the

orientations of workers and is important for out-
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comes such as self - estrangement, commitment to
the organisation and motivation.'®

The ideas contained in notions of assessment and
of problem solving leads to the idea of control and
have most relevance and efficacy where there is
some concurrent possession of control of circum-
stances by the person(s) concerned. It seems most
probable that people will most often engage in
problem solving in areas and issues over which
they have, believe they have. some efficacy and
that this will be greatest where there is group/so-
cial support.(cf., Shills and Janowitz 1948) The
orientations of people with some belief in their
abilities and authorities, aided by social support,
can possess causal force and explanatory power,
for their holders and social theorist. The latter
then, do not require arbitrary notions of the ori-
entation having distance from its immediate con-
text to stand as guarantor of its reality; proximity
to the orientation possessed and used by their sub-
jects to assess their situation and prospects is a
better guarantor, offering a better chance of ex-
plaining elements like the orientation holder’s mo-

tivation and commitment to remain at, or change,

their situation.

Conclusion.

This paper reviewed the orientations approach,
which was developed to research and explain peo-
ple’s understandings of their work activity, and to
surmount some of the shortcomings of class theo-
ry. It was shown that the initial strategy, of
adding social supplements to ‘economic and class
underpinnings, did not produce coherent expla-
nations, due to retention of explanatory assump-
tions and concepts which were highly problematic;
the strategy side - stepped, and did not resolve the
problems, nor did that of determining that the
place of work in people’s lives was minor com-
pared to other matters. Together, these resulted
in incoherent explanations, with evidence which

ill - fit the theoretical frameworks, and the attri-

bution of the conditions of the researchers ex-
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planatory failures to their subjects.

The initial orientations strategy, while correctly
arguing that people arrived in their first job with
expectations, were incorrect in, a) expecting these
to endure for the remainder of work life, and b)
expecting these to derive from cultural values or
community location, away from work. These er-
rors were illuminated, and a more accurate per-
spective presented, which pointed out that ori-
entations are the products of total life experience,
and that for understandings of work, work experi-
ence itself is critical. From here, the concept of
orientation was illuminated, showing that ori-
entations defined as determined by a single re-
ward were unable to comprehend the breadth a
person’s understanding, evaluation, commitment
and motivation in respect of their work. The ev-
idence in attempts to so determine an orientation
painfully showed this to be incorrect, that people
expected more of their work lives than a single re-
ward or aspect of work, and revealed dissatis-
faction where these were inadequate, regardless of

the amounts of any single one, even where that is

money.

In determining what people desire of their em-
ployment, there is a danger that questions elicit
what respondent’s consider reasonably possible
for them in their current circumstances, and not
true wants, a danger that single reward deter-
mined orientations are more liable to fall foul of.
Addressing this danger, orientations theorists
model the interrelationships of related concepts, of
rewards, wants, perceptions, expectations, impor-
tance, salience, satisfaction, total satisfaction,
commitment, motivation, to proximate more true
evaluations and understandings. These concepts
how they interrelated were reviewed, which further
reinforced the evidence that orientations were
multi - faceted and that peoples’ ongoing work ex-
perience was a critical for determinant how they
understand that work. Specifically, it was shown

there was no compensatory orientation, whereby
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additional amounts of any reward compensated
for inadequate amounts of any other. On the con-
trary that high levels of any reward heightened the
salience of increasing other rewards, heightened
the dissatisfaction with those rewards thought
wanting. That in terms of satisfactions, total sat-
isfaction is a measure of commitment, and the
strongest contributors to total satisfaction are
promotion and intrinsic job rewards, the first be-
cause it promises more of all rewards later. Last-
ly, it was suggested that a curious lack in many
of the orientations studies was an appropriate
measure of a sense of achievement, even where this
was recognised as promotion, the sense of
achievement of promoted workers was frequently
not considered, a woeful omission, as commitment
to an organisation was recognised as reducing
with skill levels, and the experience of promotions
is confirmation of skills; it was contended that
measures of achievements need to be integrated in-
to the orientations model, and their effects evalu-
ated. Thus, with proper development, and recon-
struction of the basic assumptions, the ori-
entations model can offer very fruitful approach to
accessing and explaining people’s understandings
of their work, career, commitment and motivation

in respect of that work.

Footnotes

! “Consumption is the sole end. and purpose of all
production; and the interests of the producer
ought to be attended to, only so far as it may be
necessary for promoting that of the consumer.
The maxim is so perfectly self -evident, that it
would be absurd to attempt to prove it.”
(Smith, 1937.p.625.)
This is now being recognised in the US and the
UK, to be short sighted and to have drastic
costs; subsequent reduced commitment of work-
ers in many fields, due to a sense employment
security with any company is unreliable, thus,
that they should accept offers of employment

which Increases the immediate rewards re-
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ceived, creating high turn over and inefficiency
due to the need to retrain and integrate replace-
ment employees into the work force.
“The concept of real subordination of labour
(hereafter R.S.L.) described the capitalist mode
of production where valorisation is fully in
command. It is only achieved at the point where
capital obtains the necessary control and disci-
plining of labour from the production process it-
self. Whereas private ownership of the means of
production, divorce of the workers from the
means of subsistence, and the wage form give
rise to a formal subordination of labour, it is on-
ly really materially subordinated when capital
can control exactly what the worker does in the
work place, ensuring that the worker orders all
his activities to one goal; valorisation. Thus in
the R.S.L., capital employs labour, the means
of production employ the worker in a material
as well as a formal” (1980. p.6)
Weber believed that once capitalism had
achieved take - off, the development of rationali-
sation, especially, but not solely, in its bureau-
cratic form, would take over the role of moti-
vating and controlling people.
The indulgency pattern orientation is:
“...a connected set of concrete judgements and
underlying sentiments disposing workers to re-
act to the plant favourably, and to trust their su-
pervisors. Itis an important, though not the on-
ly, source of job satisfaction experienced by the
workers, motivating them to fulfil their roles for
which they were employed, expressing a com-
mitment to a set of beliefs as to how the plant
should be run, generating loyalties to the plant
and Company, and expressing preferences for
certain patterns of social relationships rather
than others.” (1955 p.56)
Even under the indulgency pattern, workers ex-
pressed some distancing from their work and the
plant:
“Their farming ties are still vital psycho-
logically, even if frayed economically. Some

have only given up farming reluctantly, and look
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forward to a return... ‘I used to have a farm
myself, but 1 lost it because of high taxes. I want
to go back to farming full time. Maybe work
down here in the winters, like I used to. I like be-
(Gouldner 1955 p.38)

Blackburn and Mann divide the social back-

ing my own boss.””

ground factors that they investigated for causal
influence on orientation into, non - work, present
employment and work history. Included in each
of these sub - categories were; for non - work, life
cycle and family position, personal health,
community attachment, the size of the commu-
nities of origin and residence, house tenure, type
of school attended, educational achievement, and
religion; for present employment as background
factors, the rate of absenteeism, rate of or late-
ness for work, frequency of feeling reluctant to
go to work, the spill - over of work problems into
non - work lives (which they took to be an indica-
tor of work stress at work, while this may equal-
ly represent work commitment) and the oc-
cupational status of the present job, both singly
and comparatively with that of their father and
friends; and, for work history, occupational mo-
bility determined by a, the difference between
their present occupation and that of their father
when they were leaving school, career mobility,
the difference between the highest job level at-
tained and the present one, the proportions of
career moves upwards or downwards, the status
of the job that the worker liked best compared
with their present one, they distinguished man-
ual, non-manual jobs and self-employment,
the employment sector; any experience of unem-
ployment and/or involuntary job moves, and the
number of firms worked for.

Prandy et al., have similar views of social back-
ground factors as both work and non - work, al-
though they focus on fewer, factors. They identi-
fy; 1, age and life cycle position, 2, father’s oc-
cupational status when the subjects left school (a
surrogate for socialisation and social origins ),
size of the community of origin, education vari-

ables (i.e., type of school attended, leaving age,
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further educational experience and qualifica-
tions attained), geographical mobility, mem-
bership of, and activity in, associations, social
status of the respondent’s friends and neigh-
bours, and the person’s first ever job and first
job with their present employer as social back-
ground characteristics.

This lead them, ironically, to conclude that some
workers’ orientations may be the instrumental
orientation that they considered so insidious and
one - sidedly inaccurate in Goldthorpe et al's
study.

The second and third reasons most frequently
given were security and a fair employer. Fur-
thermore, 33% of the respondents did not men-
tion pay as a reason for remaining in their pre-
sent employment; their reasons for staying are
more diffuse and less focused than the authors
would like to conclude, although, instrumental-
ism is also blessed with other characteristics
which they build upon in an attempt to confirm
their analysis.

Instrumentalism they described thus:

“(i)The primary meaning of work is as a means
to an ends, or ends, external to the work sit-
uation; that is work is regarded as a means of
acquiring the income necessary to support a val-
ued way of life of which work is not an integral
part. Work is therefore experienced as mere
‘labour’ in the sense of an expenditure of effort
which is made for extrinsic rather than for in-
trinsic rewards. Workers act as ‘economic man’,
seeking to minimise effort and maximise re-
turns; but the latter concern is the dominant
one. (ii) Consistently with this, worker’s in-
volvement in the organisation which employs
them is primarily a calculative one; it will be
maintained for so long as the economic returns
for effort is seen as the best available, but for no
other reason. Thus, involvement is of low inten-
sity, and in terms of affect is neutral or ‘mild’
rather than being highly positive or negative.
(iii) Since work is defined essentially as a

mandatory and instrumental activity, rather
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than as an activity valued for itself, the ego-
involvement of workers in their jobs- in either
the narrow or the wider sense of the term- is
weak. Their jobs do not form part of their cen-
tral life interests; work is not for them a source
of emotionally significant experiences or social
relationships; it is not a source of self-
realisation. (iv) Consequently workers lives are
sharply dichotomised between work and non -
work. Work experiences and relationships are
not likely to be carried over into ‘out - plant’ life,
and workers are unlikely to participate in ‘so-
cial’ activities associated with work- e.g., in
works clubs and societies or in other than what
are seen as economically urgent or essential
trade union activities.”
(Goldthorpe et al., 1968 pp. 38-9)

1% While many writers worry about their ability to
access need, wants, etc., which are thought more
fundamental for the individual concerned,
thereby for their orientations, than aspects such
as expectations, which are thought made nec-
essary for the worker by their context and not
by themselves. Something of these things which
are considered more basic appear in the reports
of workers of preferences for other work, experi-
encing monotony etc., which Goldthorpe et al.,
preferred to ignore.

Blackburn and Mann put forward, initially,
these measures of orientations:
“The essence of an orientation is that it is exten-
sive, that 1t colours a worker's attitude in gener-
al. Therefore, to unearth orientations we must
ask a whole set of questions and see whether an
individual responds in patterned ways. Firstly,
we use the preference data, based on the evalu-
ation of ten firms... We take as a strong mea-
sure, four or more mentions of a particular as-
pect, which we have classed as a persistent pref-
erence. Although the questions were hypo-
thetical we have good reason to believe they re-
veal ‘true’ preferences. Certainly they minimise
the likelihood of rationalisation that is liable to

occur in reasons for attachment to the present
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job, which Goldthorpe and his associates were
obliged to use, and they avoid the additional
problem of recall that arises in reasons for hav-
ing taken the job. However, we also asked other
questions using the same open - ended format as
that underlying the preference data, and these
results can be used to help establish the extent
of orientations. Secondly, we asked workers
what is salient to them in other frames of refer-
ence. We will concentrate on two of these, on
abstract questions about how important are cer-
tain factors in weighing up a job, and a question
about job satisfaction. Both of these were
fixed - choice questions, that is, the workers were
asked to evaluate a list 12 specified aspects of
work. As we used a different methodology to
the preference data, a crucial question is did

they elicit similar results?” (1979 pp. 146-7)

12 Interestingly, they continue;

“....Clearly the most important reward, in the
sense of what is best satisfied in the situation is
not the same as the most important among all
those desired (Kornhauser, 1965), nor as that
which is most salient for action related to the
job.” (Prandy et al. 1982 p.84)
And they define salience as;

“...the extent to which an individual is motivated
to pursue an improvement (or in some cases re-
sist a deterioration) in a particular reward. Pos-
sibly the salience of a reward in this sense could
be conceptualised as having an absolute value,
but this would involve great problems of mea-
surement and comparison. Another approach
which is more tractable and potentially no less
useful, is to consider salience as a relative phe-

(ibid. p.84)

nomenon....”

'3 See Stewart and Blackburn, 1975, for a per-

ceptive review of such studies.

14 “There are a number of conceptual and theo-

retical difficulties associated with the idea of job
satisfaction, but these are somewhat reduced
where workers share a similar experience of
employment possibilities, and the procedure

seems reasonable in the present case. In itself
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satisfaction i1s not of course, a measure of ori-
entation, but of attitude to a given level of re-
wards. However, if workers do have orientations
which they bring to the work situation, these will
influence the evaluation made. Thus we may be
able to observe their effects in expression of sat-
isfaction or dissatisfaction. ...on the average re-
spondents expressed satisfaction rather than
dissatisfaction with aspects of their work and
work in general. This, of course, is in keeping
with the findings of all studies of job satis-
faction. It is worth noting, however, that in this
case (probably because of the method used) the
levels of satisfaction were not particularly high.
Only with the friendliness of their workmates
were respondents more than ‘moderately satis-
fied’, while on promotion chances, trade union
strength, working conditions, fringe benefits
and pay they range from barely satisfied at all
to ‘just satisfied’. We may recall that social rela-
tionships are the main source of enjoyment in
their jobs.”

(Blackburn and Mann 1979 pp. 167-8)
They wrote also:
“This suggests that respondents tend to identify
with the occupational group, and that it is this
group, rather than the individual, which is seen
as the major unit in the determination of in-
(ibid. p.92)

15 For income, though, the individual’s own oc-
’ g b

come.”

cupational group, both within and outside the
company, had positive and negative effects on
this satisfaction, indicating the importance of
immediate reference groups for income assess-
ments.

18 « Apart from promotion, it is again intrinsic job
reward which stand out. Perception of use of
abilities and control together have a substantial
positive influence on satisfaction with social in-
teraction, superiors, promotion and status,
while the use of abilities alone affects satis-
faction with security and income. Intrinsic job
expectations have quite a strong negative influ-

ence on all of the satisfactions, with the ex-
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ception of security.” (Prandy et al., 1982 p.121)

'" The importance, the salience, of job factors de-

creases as satisfaction with those specific re-
wards increases. This is a consequence of the
way that salience was measured; as a prioritis-
ing of desire for marginal improvements in the
level of each particular reward. This result is
not, therefore, surprising and it points to
salience increasing where these rewards are un-
der threat: It is not the value ascribed to each job
aspect that is being measured but the desire for

change in it.

1% (Oddly, it has been suggested that lower levels

of satisfaction reported by workers in Japan
comparatively with workers in the states argued
that satisfaction was a product of commitment;
that the lower levels of satisfaction in Japan
could be explained by higher commitment to the
company leading to greater expectations which
are then not met, thus lower satisfaction. See
Lincoln and Kalleberg (1985 pp. 746 - 7) for a

discussion of this issue.

19 Poggie Jr., examined the guestion of success in

relation to the fishers of Puerto Rico, but his at-
tention was directed towards the fisher’s cat-
egories for assessing the reasons for the success
of other fishers, not what is considered by them
as being measures of success. It is directed to-
wards what the fishers consider as reasons for
the success of others and is not an assessment
of their own activity except insofar as their is no
indication of hypocrisy we can assume they ap-
ply these assessments to their own activity and
to how they can achieve success, if it is desired.
What Poggie Jr.’s work does indicate is that
fishers have conceptions of success and of how it
can be achieved. Similarly the discussion of the
question of the skipper effect, regardless of
whether it is a myth, as some contributors to the
debate have suggested it is, indicates the exis-
tence of such an interest in the question of suc-
cess on the part of fishers. (Byron 1980 pp. 228 -
9, Palsson and Durrenberger 1982, 1983, 1984,
1990, Gatewood 1984, McNabb 1985, White 1992.)
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