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CHAPTER I
INTRODUCTION

It has been reported in construction trade publicaé
tions that workmen in the construction contracting industry
quite often resgist changes made in work methods,

A surﬁey made by the Associated General Contractors of
America in 1962 indicated that "labor" was considered as
the most lmportant management issue facing the general c§n=
tractor at the time (1), "Some of the comments of the re-
spondents in listing their particular labor problems showed
that “resistancevto change" weighed heavily as a source of
concern, Following are some typical contractor comments
from that report that point out some of the areas of concern:

Resistance by labor to improved methods.

. Cooperation of organized labor in cost reduction,
Greater productivity from labor. For example,
elimination of wmason's objections to labor-
saving?tools.

The subject of resistance by construction workmen to

changes 1n hork methods in the construction contracting

industry 1s' examined in this study.



STATEMENT OF THE STUDY PROBLEM

The wmajor problem of this study was to develob a
generélized framework to enable the construction engineer
or job superintendent to better ldentify and relate the
conditions contributing to resistance to change in work
methods on the part of construction workers, so that the
objective of realizing more benefits from any cost=-gaving
changes they may suggest may be more readily attained.

The scope of the stud; is three=fold:

1, To find the extent of resistance by construc-
tion workers to changes in work methods.

2., To identify some of the contributing condi-
tions that increasé the likelihood that resist-
ance to changes in work methods may occur,

2, To suggest ways to reduce resgistance to changes
in work methods.

The data for analysis and diseuésion in relation to the

aims of this gtudy wererobtained through a survey of con-

struction workers, contractor management and engineering.
personnel, and trade union officials; and through a survey

of the literature on resistance to change.



PURPOSE AND EICGHNIFICANCE OF THE STUDY

£~

The construction engineer is often responsible for

originating changes in work methods on construction pro-
jects vxalc acting as a staff assistant to the chief job
site line supervisor, the project swperihtendemt. After
some experience, the engineer often becomes a job super-

vives direct ovders to

:’3

&

intendent, in which position he
foremen, and is responsible for successfully introduc-

4 1

ing and 1mplem nting some of the changes made in work
Through the generalized framework developed in this
study the influencing behavioral factors affecting work-

men in change situations can be placed in better perspec-

tive, thereby reducing the highly emotional feelings many

bited by construction engineers, superintendents,

and others when confronted with manifestations of worker

Keith Davis (2, p. 3906) states that

nce to change tends to focus on human

Resista

relations 3Tob]°mo, rather than the technical
aspecits of change. . . . Proportionately too
much itime has been devoted to technical problems
of what to change, with too little attention



to soclal questions of how to make the change,

Perhaps the group which has most overlooked

social faetors of change 1s the technilcal

speclalists.

With a knowledge of the behavlioral forces at-play; it
is felt:

1. That the negative view of many in construction

contracting firms toward the ultimate
acceptance and success of changes 1n work
methods will be meliorated.

2, That because of the recognition and appreé

ciation of human factors involved,; wmore
of those in a position to do so will be
induced to suggest potentlially profitable
changes in work methods,

As a result of resistance to change in work methods
presently éxperienced by contractors; plus their hesitancy
to originate or introduce further changes, desirable
increases in man-hour producfivity may be foregone, to the
detriment Qf the econémy.

New cénstruction is a major component of our Nation's
output of gﬁods and services as well as a wmaJjor source of
employment,i The total value of new construction put in
place in th# year 1967 amountéd to approximately $74 billion

(2). The same source shows that roughly 3 million men were



engaged directly 1in contract construction work with a
total of néarly 6 billion man hours of employment per year,
and gross =2arnings of around $24 billion,

The on-site labor requirements for various types of
construction can vary from approximately 22 per cent to
35 per cent of the construction contract dollar, and the
number of man hours per $1,000 of construction contract
from 7é to 134 (4),

These statlstlces illustrate the magnitude of the po-
tential dollar savings that might accrue to the contractor
and eventually to the purchaser of construction through
even a slight percentage 1ncrea$e ih productivity by the
individual worker as a result of his more rapld acceptance
of cost-saving changes in the work methods,

Selekman (5, p. 1237) states that:

The problems of shop relations created by the
almost invariable resistance to almost inevitable
shop changes are complex, challenging, and
inescapable, . . . Only after responsible
administrators become aware of the true nature

of the resistance will experiment and experience
tell what may prove the most effective answer,
Awarenegs must come first. Given that aware-
negs, we may hope that the men who can master

the most challenging technological problems

will not bow in defeat to this parallel problem
of human behavior. ILeadership in industry, . . .
today requires, above all, an understanding of
what makes those who lead and are led behave
~1like human beings.



The ohly formal study, to the investigator's know-
ledge, in éhé area of resistance to change in the construc-
tion contracting indggﬁgymwagwmade by W. Lloyd Jones (6)
vin'1964;'ﬂitﬁpgints out that. the technical problems
concerned with methods improvement techniques have been
successfully coped with while the human problems remain un-
solved, He examines the experience of the wmanufacturing
industry with Scilentific Management in the hope that if
contractors appreciate what went wrong with the introduction
of Scientific Management, they will avoid wmaking these same
mistakes, He also discusses the knowledge of human be-
havier that has been discovered by systematic scientific
study and presents it in a form that he feels should be

useful to a construetion contractor,



LIMITATIONS OF THE STUDY

This study was confined to resistance to change by
production workmen in the general construction contracting
industry, which is a segment of the much broader "construc-
tion industry." The contractor mangement and engineering
personnel, the construction workers, and the trade union
officials surveyed were connected with the general contract-
ing industry only. Not included in the survey were manage-
ment and engineering personnel of subcontractors to general
contractors, their workmen, or trade union officials affi-
ligted with the subcontractors. The study was limited to
this extent as the operations of the other segments of the
total construction industry are wmany times quite different,
The characteristics and peculiarities of the general con-
struction contracting industry are outlined in Chapter II,

Because‘of the many practical problems connected with
the collection of data through interviews and questionnaires,
this study was further limited geographically to workers
and contractors residing in or about the cities of Anchorage
and Fairbanks, Alask&. This must be recognized in consider-

ing an extension of the conclusions of this study to workers



and/or contractors in other States.

Resistance to change in work methods on the part of.
construction workmen only was considered, In this study;
"re sistance to change"” may be briefly defined as an unwill=-
ingness to fully accept or cooperate in a change., It may
be evidenced by a reduction in output; a decline in the
gquality of the work, an inerease in complaints and griev-
ances, a rise in "quits", subtle group activity to discredit
the new methods, and in many other covert or overt altera-
tions in worker behavior,

The study was further limited to changes in work
methods fhat are made generally in the day-~to-day Job
operations; “Changes in work methods"” may be defined for
the purposes of this study as any alteration in a particu-
lar way of doing things, generally with the intention of
reducing the costs, and/or making the work easier and éafer
to perform., For example, it might include changesvin the
sequence of operations, in the layout and organiza%ion of
the work, in the manner of handling and installing méteri=
als, in the makeup of work crews, or in the kind and use of
tools., These changes might apply, for instance, to the |
day-to-day methods of building concrete forms, in placing
concrete, léying hot-top, excavating earth, or installing

pipe. Not considered in this study were major technological



changes that may be industry=widé In scope and that ofteﬁ
lead to sévere economic and social problems for certain
craftsmen, gs, for example, the large scale prefabrication
of buildings énd their components.

No consideration was given in this study to the inno-
vative process itself as it was assumed that the decision
to change work methods had already been made, and that the
reasons for the change were thought ©to be in the best long-
term interest of the firm. Some wethods lmprovement tech-
niques that have proved to be valuable to many construction
organizations are discussed by Parker (7).

The contributing conditions that wmight affect the
workers' resistance to change and thereby the éttainment
of greater benefits from changes in work methods were
examined, A formula for the handling of changes in work
methods that may be generally applicable was not developed,

The data obtained through questionnaires, interviews,
and a survey of the literature on the handling of change
were both quantitative and qualitative in nature., These
data did not represent experimental observations or measure-
ments and therefore precluded anyfrefined.statistical analy-
sis., These data were considered compositely and the final
evaluation of seme gf the aurvey %pf@:m@tion gathered was

of necessity subjective,
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PRESENTATION OF THE STUDY

The study has been subdivided into this introductory
chapter and three others.

In Chapter II, "Procedures of the Study", some charac-
teristics and peculiarities of the construction industry are
discussed so that the reader can more fully appreciate the
differences between it and the fixed location, mass-producing
manufacturing industry in which most studies on the subject
of “resistance to change" have been made, as well as to
better understand the methodological approach to the study.
The méthods employed in making this study are also described
in detail.

In Chapter III, "Presentation, Analysis and Discussion
of Data", the information developed through the question=
naires, interviews, and literature survey is presented,
analyzed, and discussed,

In Chapter IV, "Summary, Conclusions, and Recommenda-
tions for Future Research”, a summary is made of the com-
plete study. The extent of resistance by workmen to work
methods changes in the Alaska counstruction contracting

industry is indicated.
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Contributing conditions that increase the likeli-
hood that résistance may occur are identified, and some
suggestions:to reduce resistance to changes in work
methods are shown. Some recommendations for fufure

research on this study are made.



CHAPTER II
PROCEDURES OF THE STUDY

In this chapter the methodology of the study is
described together with the reasons for selecting the
particular procedures, The methods of analyzing the
data are outlined and discussed, The characteristics
and peculiarities of the construction contracting indus-
try are first sketched to help the reader to better
apprecilate the reasons for following certain procedures,
and to aid ﬁim in understanding the analysis and discus-
sion of the:survey data and especially the conclusions

drawn from that data.

12
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CHARACTERISTICS OF THE CONSTRUCTION
CONTRACTING INDUSTRY

This study, as stated previously, was concerned only
with resistance to change by production workers ewmployed
directly by general construction contracting firms.

The U.S. Departments of Labor and Commerce state that
"construction, . .covers the erection, maintenance, and re-
pair of immobille structures and utilities, together with ser-
vice facilifies which become integral parts of structures and
are essential to their use for any general purpose. . . "{8),

Construction contracting firms, as defined for this
study, may be privately owned firwms in the single proprietor-
ship, partnership, or corporation business form, The firms
may derive thelr business from bidding competitively against
other contractors, or from negotiating contracts alone or
in competiti;n with others., In most cases, the design of
the structuré or works 1s performed by professional archi-
tects or engﬁneers from outside of the contracting firms,
Some of thesé same companies bulld for their own long-term
investment a?counts, as well as building for sale on g specu=

lative basis., 1In all cases, it is the prime objective of the
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contracting:firms to perform work at a reasonably high pro-

fit margin without lowering its quality and while working

within legal and ethical boundaries.

Constructiop may be divided into three major categories:

buillding conatruction, englineering construction, and indus-

trial construction. These may be defined briefly as follows:

1o

(WY}
e

Building construction covers buildings in the
commonly understood sense, which are erected
for habitational, institutional, educational,
light industrial, commercial, social, and
recreational purposes . . . This type is con-
sidered the mainstay of the construction
industry.

Engineering construction is a very broad cate-
gory covering structures that are not primarily
architectural in nature . . . It may be sub-
divided into two sub-groups -- highway construc-
tion and heavy construction,

Highway construction covers clearing, excavat-
ing, fill, paving, drainage, bridge structures,
and such items commonly &associated with highway
work, Heavy construction is usually construed
to include sewage and water treatment plants,
dams, waterways, levees, pipe and pole lines,
marine structures, tunnels, bridges, reclama-
tion projects and railroad work.

Industrial construction covers the erection of
projects that are associated with the manufac-
turing or processing of a commercial product or
service . . ., are highly technical in nature,
Petroleum refineries, steel mills, chemical
plants, ., . are examples (9),

Normallﬁ, contracting firms concentrate their efforts

in one of these three categories of work. There are, how=

ever, large firms that are not only engaged in all of these



categories of work, but also perform architectural and

e“gin=-“in¢ services in onncctlon w1th many projects,

3 ©

Although hhe types of firms within these divisions differ

[a N
s

greatly, there is a resemblance among all parts of the

industry based on a similarity of problems and production

methods . These lend to all construction scme appedrance
fod Logen

of unity while differentiating construction firms from

others in the economy.

Most firms are small in size and carry on work
only in a pérticular3 limited geographical area. There
are relativély few firms that operate on a nationwide
basis, and fewer yet that engage in work on a worldwide

ba

551
fie

is,

In carfying out a construction contract, the prime
or general contractor, the one signing the contract with
the owner, doe@ not normaily perform all of the on-site

work with his own forces but subcontracts certain portions

11ls to other contractors

‘uJe

of it that require specialized ski
generally referred to as subcontractors, For example, in 2

bullding HIOJ@ﬁt? the plumbing, heating, electrical, paint-

£’

..-e

ing

o2

and roofing work is generally ’Juoie““ as this work is
ﬁpeciqlizc]; requiring in many cases that tne subcontractor
be licenﬁedé In some contracts there may be a provision

requiring tﬁe prime contractor to complete a certain part of

- o

the work v ch his own forces, - It is the responsibility of a
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general cohtractor to coordinate the overall work of all
the subcont?actors with his own work and, of course, he
assumes total responsibility to the owner., He cannot,
| however, give orders to the craftsmen employed by subcon-
tractors, nor can he determine their methods of work.

Bertram and Maisel (10) make the following perti-

nent comments:

The organization of production in the construc-
~tion industry has often been the subject of

unfavorable comparisons with the mass-production
industries., This comparison is not a valid one,
The necessities of on=-site production and the
variation in designh largely aceount for the or-
ganization of the industry and the system of
division of labor practices.

If any of the advantages of specialization and
division of labor are to be realized where the
conditions under which each unit of output is
produced are variable and each unit of output

has distinctive features, some form of speciali-
zation which does not depend on the individual
product unit's design and which is little affect-
ed by the sequence of work 1is required. Job
specialization; i.e., operation specilalization,
provides a solution and wmeans simply that a
particular man or crew always performs the sawme
gset of operations with the sawme kind of equip-
ment and techniques when and as that set of
operations is requlired. The time required for

the operations may vary among product units;, the
relation of the operations to others may be shift-
ed, and the dimensions and placing of the materials
on which the operations are performed may be dif-
ferent for every unit of product, The division of
labor by crafts or trades and its extension to sub-
contract specialization by material or product
component which prevails in the building industry
has developed over time through application of the
principle of operation specialization.



Subcontracting allows the principle to be applied
more effectlvely since it reduces dependence on
the continuity of individual builders' projects,
(Quote within a quote)

Pervasive operation specializatior in the labor
force available to the industry . . . not only
makes adjustment to product variations easy, it
also greatly facilitates changing the level and
composition of output rapidly. If the builder
wishes to take on more work, he can expand his
labor force with falr assurance that the new wmen
already know their jobs, can be fitted into the
organization without difficulty, and can function
effectively with few instructions and minimum
gupervision . . . Reduction of activity need not
destroy the organization's future effectiveness,!l
(Quote within a quote)

The craft union structure of the building trades

is a counterpart to the operation specialization
system, In this country as well as in many abroad,
each group of specialists tended to form individual
unions., For many reasons, important awmong which is
the continuation of speclalization on the employer's
side, the maintenance of separate labor organiza-
tions has continued., There 1s not, however, a one-
to one relationship between specialization, crafts,
and many employers deal with several different unions,

The craft trade unions in construetion are awmonhg the
strongest and oldest of any in all industry. Construction
workers are highly unionized,; especially in the larger
cities, Thié tends to put the trade unions in a strong
bargaining position in labor-management negotiating sessions,

especially in relation to "working rules"”.

lgack D. Rogers, "Flexibility in the Housebuilding In-
dustry: the San Francisco Bay Area Case", {(Ph.D. dissertation,
Massachusetts Institute of Technology, 1953), pp. 522=23,
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With the increase in subcontracting in the recent past,
general construction contracting firms usually directly
employ only those with the following trades or skills:
carpenters, masons, cement finishers, heavy equipment opera-
tors, steel workers, truck drivers, and construction labor-
ers, Many large bullding construction firms, however,
employ only carpenters and laborers. In wmuch highway con-
struction work only equipment operators and laborers are
on the payroll of the general contractor. Thus, the total
work force on a project is under the direct supervision of
many differént firms with many different management philo-
sophies, At the same time, a half dozen or more distinect
trade unions.may be representing the total work force on
the same construction project,

Many workers are employed by more than one contractor
during a construction season, Cement finishers, for example,
whose skills are required on many projeots for a very short
time, may wqu for as many as a dozen contractors in a year,
A smaller nﬁmber of the workers are employed for extended
periods of time by any one contractor, as contrasted with
employment conditions in fixed location industries, Con-
tractors have a few key men whom they might retain on the
payroll for the entire year even 1if idlevat times, but wmost

workers are held only as long as their skills are needed
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/véﬁ 3 partic#lar'project;»'ln mdny cases, d large. con=.
struction ﬁroject will be éarried through to completion by
a firm without one of possibly hundreds of prcduction work-
ers having been previously employed by the company. Due to
the short construction season in the northern sections of
thé country, many workers dQ not experience a full year of
employment., These factors, peculiar to the contracting
industry, lead to differént attitudes and behavior by the
workmen toward the work situation when compared with:- those
exhibited in fixed, mass-producing industries,

Pension plans and heaith and welfare benefit plans,
for the most part, are handled by trade unions, with the
contractors agreeing to contribute to these plans as a
result of unionmmanagement bargaining agreements., The
workers' rights in these pensions and benefit plans are not
affected in transfering from one union to anothero

Job security is not the important factor of concefn to
the construction worker that it is to the factory worker,
He is accusfémed to moving from job to job and from employ- .
er to employer, and has grown to expect periods of unemploy-
ment, Ocecasionally, however, fo extend his time on the
project, he;may resort to work restriction practices that

are costly to the contractor.
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The worker, then, generally looks to the trade union
that also handles his pension and welfare fund for assist-
ance in seeking and maintaining employment, so it is natu-
ral that his loyalty is often dual, It tends to »e stronger
toward the craft than toward the contfactor because of
his casual relationship with his employer in most cases,
‘Many times the obligation of the worker would appear to
be to‘the Jjob superintendent rather than to the firm it~
gself, If the superintendent should change ewmployers,
many of the workmen will follow him if given the opportu-
nity.

With so many changes inblocation and type of work,

and in employers in the course of his experience, the
construction worker has observed certain operations carri-
ed out in diverse ways by many different contractors,
His reactions to changes in the work methods, by reason
of his conditioning to change may differ to a great ex-
tent from those of the worker in a factory job that are
described in most of the literature on resistance to

change.



METHODS OF DATA COLLECTION

Construction workers, trade union officials, and mem-
bers of management and engineering staffs of construction
contracting firms were surveyed, through guestionnaires
and interviews, to obtain their observations on the extent
of resistance by workmen to changes in work methods.

The observations and opinions of the same groups
about variogs methods of handling changes in work methods
were also obtained through questionnaires and interviews,

An extensive literature survey was made: . (1) to find
any reported instances of resistance to change by produc-
Lion workeré in construction contracting firms and the
effects of working rules in relation to changes in work
methods, (2) to find relevant formal research reports by
behavioral scientists and others on resistance to change,
and (3) to find the expressed views by competent observe-
ers on the subject of resistance to change.

The data obtained through the integrated approach of
the questioﬁnaire, the interview, and the literature sur-

vey provide the basis for:
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1. Finding the extent of resistance by workmen
to changes in work methods.

2. Identifying the contributing conditions that
increase the likelihood that resistance to

work method changes may occur.

(&
°

Suggesting ways to reduce resistance to changes
in work methods.

Each of the procedures used 1s discussed in detail in
this chapter, following the next section concerning the

geographical limitation to the data collection,
Geographical Limitation to Data Collection

The data collected through the questionnaire and the
interview methods were derived through contacts with work-
men, contracting firm managers and engineers, and trade
union officials located in the cities of Anchorage and
Fairtanks, Alaska.

It was necessary to confine the survey to these geo-
graphical areas for several reasons. Mcst construction
trade unions have a regulation against direct use of their
membership iists by non-members for wmailings of any kind.
Therefore, in order to 6btain an adequate survey sawmple
in a state such as Alaska, where almost all construction

workers are union members, i1t was necessary to visit the



trade union halls at the meeting times to pass out
questionnaifes or leave a supply of them at the halls
to be filled out as members appeared in person to pay
their dues, etc. As the investigator resided in the
state at the time of the survey and could visit the
trade union halls and discuss the guestionnaire with
the officials and the members, this procedure was
followed.

Secondly, it was considered desirable to have the
respondents to the questionnaires come from the sawme
population as the interviewees, Due to differences in
unionwmanagément collective bargaining agreements in the
various states, a better picture of the effect of written
and "unwritten' working rules could be obtained by limit-
ing the study to these'citieso

With the high worker turnover rate attributable to
'the nature of construction work along with the isolated
geographic location of Alaska, the workmen surveyed gener-
ally had been employed from time to time for many of the
contracting firms also surveyed. This condition would not
have occurreﬂ where a much larger population is more widely
dispersed as:in other states, There is a pool of workers

in these survey areas from which all contractors meet
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their needs; This condition is desirable when comparisons

are made among observations of the respondent groups.
Srocldcpanios Questionnaires

The commonly used schedule of fixed-guestions with
fixed»alternative answers was employed. Check responses
were used to secure categorized data and to facilitate the
tabulation and summarlization process. An opportunity,
however, was afforded the respondents to write in any com-
ments at thé end of the questionnaire form.

Two separate questionnaires were employed: one for
the construction worker (Appendix A), and one for the con-
tractor,’ (Appendix B). This division was made as certain
guestions oauld be specifically posed to only one or the
other group. Identical questions were asked both groups
for the purpose of comparing the regsponses with one another.
In addition,:these responses to identical questions have
been considered 1n total,

No attenpt was made to match or to associate any work-

er respondent with a particular contracting firm also being

1When the wof& 'contractor” is used in reference to the ques-

tionnaire, it includes owners of the firms, executives,
engineers, general superintendents, and Jjob superintendents,
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surveyed. This would have required an entirely different
method of study. It was felt that unless the survey of
each group was made in an entirely independent manner,
there would be reluctance on the part of both workers and
management to fairly and honestly state their obserwvations
and opinions. In preliminary discussions of the approaches
to the study méthod held with members of management and
with workers, it was decided that greater cooperation would
be obtained if indications were not given on the question-
naires of the company affiliation of the worker or if the
emplover were not veferring specifically to his presently
employved workers when being surveyed. The respondents were
asked not to sign their names or to give any identification
in order to encourage freer and franker responses.

Self-~addressed, stamped envelopes were furnished ﬁith
each guestiomnaire for returmn to the investigator.

The questionnaires were pre-tested with construction
workmen and contracting £irm managers and engineers. Many
changes in the type, scope, and wording of the questions
were made in developing the questionnaires until there
seemed to be no misinterpretation of the meaning of the
questions by those participating in the pre-testing. Ques-

tion coverage was determined through pre-testing and in-

o]

terviews with people in the industry.
A description and discussion of the details of each

type of questionnaire follows.
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Construction Worker Questionnaire: There was a total of

thirty-nine questions posed; twenty-five in Part I and four-
teen in Part II.

The general objectives of Part I were to obtain the
workman's observations about how changes in work methods are
handled by the contractors, to get an indication of his feel-
ings about changes in general, to obtain his observations
about certain contractor management policieé, and to get an
indication or measurement of the worker's resistance to
change in work methods.

In Part II, the questions were directed at acquiring
opinions on various factors that might influence the worker's
willingness to accept change.

The workmen contacted were all mewbers of trade unions
as in the geographical areas of the survey there are virtu=
ally no non-union construction workers. They included car-
penters, cement finishers, masons; equipment operators, con-—
struction laborers, and iron workers. This group includes
most of the trades or skills employed by general contract-
ing firms in the survey areas.

As previously mentioned, due to restrictions against
the direct uée of union mailing lists for surveys like
this, copies:of the questionnaire with the return envelope

were left wibh the union business agents at the union halls
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for distribution, or they were given to individuals in
the halls by the investilgator. Even though the sample
obtained in this manner was not a purely random one, as
might be obtained through the use of a random number table
and a mailing list of members, it was felt that since the
men to whom the questionnaires were given were not speci-
fically chosen to participate in the survey but were hand-
ed a questionnalire form as they appeared in random fashion
at the union halls, the sample was not biased,

Some questionhaires were given to all workmen on two
projects under construction and were collected by the in-
vestigator éfter coﬁpletiono

Many of the questionnaires were completed by workmen
in small groups at the union halls when the investigator
was present and able to answer any querles they might have
had about the exact meaning or intent of the questions,

In many cases, these completed forms were malled to the
investigator in an addressed, stamped envelope given to

the workmen to preserve anonymity.

Contractor Questionnaire: There was a total of
thirty-two qﬁestions posed; twenty-two in Part I and ten
in Part II.

The general objectives of Part I were to get the ob-

gervations of the contracting firm's management and
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engineeringzpersonnel on the industry's handling of change
in work methods, to obtain their observations about the
extent of workers' resistance to change and other worker
behavior, and to get an idea of their feelings toward
workers,

In Part iI, the questions were almed at acquiring
management's opinions on various factors that might influ-
ence the workmen's wlllingness to more readily accept
change,

Questionnaires were malled to general construction
contracting firms listed in the telephone directories of
the cities of Anchorage and Fairbanks. Not included were
very small "one man" firms and others engaged in minor
maintenance:and repair work that have few employees and
cannot be truly classed as general contractors,

The firms chosen ranged in size from those compieting
a few hundred thousand dollars per yeaf in volume of work
locally to the world's largest contractors in terms of
volume compieted on a world-=wide basis,

Severai weeks after mailing the questionnaire, a
follow=up request for return of completed questionnaires
was sent toiall on the survey list;, as there was no way of

determining Mhich.firms had returned thelr completed forms

in the interﬁm (Appendix B).
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InterViews

People?from the following groups Were interviewed by
the investigator: (1) contracting firm management and
engineering personnel, (2) construction workmen, and (R)
trade union officilals. |

Unless it was completed and mailed previously,
the dppropriate standard Juestionnaire ‘described earli~
er in this chapter was completed by the interviewee, The
Questions and answers were discussed as the form was wmarked,
which enabled the investigator to form impressions from the
responses as they were belng made. The remalnder of the
time was spent 1in discussing, in an unsbtructured style,
various factors of particular‘interest to the interviewee
and the investigator in relation to resistance to change,
working rules, and worker and management philosophies,

No written notes were made during the discussions, but
pertinent statements were recorded 1in note form by the in-
vestigator‘fmmediately‘after the interview.

The confracting firms from which interviewees were
chosen were phiefly selected at random, but some Were cho-
sen on the bgsis of the known,exggrience of their owners,
managers, or%engineers and their known willingness to coop=

erate 1n a sﬁrvey like this. The construction workers for



the most part were chosen at random from among those who
entered thejtrade unlon halls at dues paylng time and
from among men who were there checking on employment oppor;
tunities., Representatives of wmajor oonstrucﬁion trade
unions furnlshing men to general contractors were contacted.
The names of all those interviewed are confidential, .
ag promlsed, in an attempt to promote more frank and open
discussion., The names of workmen for the most part were

not known to the investigator.

Literature Survey

The literature survey covered broadly: (1) reported
regsearch findings on resistance‘to change, (2) statements
of opinion of competent observers in the behavioral sci-
ences and management fields on resistance to change, (2)
editorial opinion and relevant statements on resistance to
change from industry publications,and (4) the construction
trade worki@g rules as written into bargaining agreements
between manégement and labor, andlliterature on written
and unwrittén working rules,

The foilowing sources of information were searched
in depth:

1, Scﬁolarly society bulletins and Jjournals, and

teﬁt and reference books in the fields of
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psjchology, anthropology, soclology, person-
ne¥ admlinlistration, labor and industrilal
reiations, and management.

Construction industry and labor union publi-

catlions and periodicals.

Union-Management agreements and working rules.



METHODS OF DATA ANALYSIS

The data for analysis were collected through fixed-
alternative questionnaires, interviews, and a literature

survey.

32

The data did not come from experiments or from measur-

ments as are made in the physical sciences. Berelson and
Steiner describe an experiment as . . . any investigation
that includes two elements: manipulation or control of

s ome variable by the investigator and systematic observa-
tion or measSurement of the result, In short, it means
active intervention on the phenomena of interest to see
what, if any effects are produced by the intervention
(11, p. 139).

Measurements in the physical sciences usually means
assigning numbers to observations and the analysis of
data consists of wmanipulating or operating on these num=-
bers. By measurement, the behavioral scientist means
something btoader than the meaning to the layman. The be
havioral scientist considers that an attitude has been
measured iféit can simply be distinguished as "for" or

"ggainst", "more" or "less". Finer quantitative

an
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distinctions of course, are also measurements, but so
are dichotomies or classificatory categories in general
(11, p. 129). When the term measurement is used in this
study, it means a measurement of the "tendency" type as
used by the behavioral scientist.

Since these data are non-quantified in the sense that
the range of answer categories for each question is not on
a truly equal interval scale, a refined mathematical analy-
sis was not‘warranted, Rather, graphical displays in the
form of frequency histograwms were used which indicate, in
sum, any one-way or dilverse tendencies in the observations
and opinions 6f the respondents. The attribution of con-
tinuity and equal interval scales in the relative freguency
histograms shown 18 a convenient fiction, The responses
were consldered to be on a "tendency" scale indicating
directions of opinions, etc., such as the "for" or "against"”
type,

Ags 1t is impossible to demonstrate directly, in a non-
experimental and non~observational study such as this, that
a given characteristic or occurrence (X) determines another
characterisﬁic or occurrence (Y) elther by i1tself or in
combinationéwith other characteristics or occurrences (A,
B, C, etc,); the analysis was not carried out with the inten-

tion of developing a generally applicable formula for



handling change.

The information obtained from the various groups
through guestionnaires, interviews, and the literature
survey was integrated, in wmost instances, to provide a
composite picture. Its total interpretation was, in sum,
subjective in nature for considerable weight was given to
the 1lmpressions gained in the interviews,

In the following subsection, the processing and

computer analysis of the questionnalres are discussed.
Computer Analysis-Questionnaire

The quéstionnaires were designhed so that summariza-
tion and statistical analysis could be performed on the
IBM 260/40 computer.

\The fixed-alternative answers were coded using a five
point scales Always=5, Often=14, About 50-50 = 3,
Seldom= 2, and Never=1, The coded data from the: | -
questionnaires were placed on computer cards for the
analysis.

The computer output provided the following:

1. Thé actual number of respondents choosing each

algernative answer to each question,

2. Thé number failing to answer each question,

(%)
°

The percentage of the respondents choosing

34



each alternative answer to each question,.
4. The mean and standard deviation of coded

alternative answers to each question.,



CHAPTER III

PRESENTATION, ANALYSIS AND DISCUSSION OF DATA

*

In this chapter, the data collected through the
questionnaires, interviews, and literature survey are

presented, analyzed, and discussed.
PRESENTATION OF DATA

The complete detailed data collected through the

L-dg

guestionnaires are presented in the Appendicies., Perti-
nent guantitgative data derived from the questionnaires are
used in thiz chapter to facilitate analysis and discus-
sion of the survey results, Interview statements and
literature survey findings are used extensively in the

e relevant,

ilscussions and analysis dn this chapter whes

e
[

3

A more detailed description of the survey data follows

OQuestionnaires

The detailad quantitative data obtained through

e
3

he gquestionnaires are shown in Appendicies A and B,
The total number of responses to each alternative of

each question is shown as well as the percentage of
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responses to each alternative. The means and standard
deviations Of the coded alternative answers to each

question where meaningful are given in Appendicies A

L&
and B,
Of the 200 questiomnaires given to construction work-

ers, 110 were completed and returned, Of the 100 question-

naires mailed or handed to contracting firm management and

engineering personnel, 68 were completed and returned,

k5

These returns were considered adequate for the purpose o
this study, wherein only broad tendencies or &irectisns of
diverse influencing factors are sought to azsist the con-
struction engineer or job superintendent to better identify
and relate the conditions contributing to rezslstance to
change.

In each questionnaire, the respondent was asked oun
the last sheet to make any comments on resistance to change
or on changes in work methods, Comments that would cast
additional light on the obgervations and opinions of

and

3

management or workers are included in the discussion
analysis in this chapter. Eight workers and twenty con=
tractors made written comments which are listed in Appen-

dicies A and B respectively,
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Interviews

The sténdard guestionnaires completed by those inter-
viewed were‘included with the mailed questionnaires for
summation, as described previbuslyo The open discussion
statements of the interviewees are included with the dis-
cussion of other survey data where pertinent.

Twenty=-Ffour workmen and union officials, and twenty-
eight present or past contracting firm management or

engineering personnel were interviewed.
Literature Survey

Relevant published research findings, opinions of com-
petent observers, and editorial opinion on resistance to
change and closely allied subjects are cited in the dis-

cussions of the survey,
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ANALYSIS AND DISCUSSION OF THE DATA

Quantitative questionnaire data, summarized in the
Appendicies, are further analyzed and discussed in this
chapter. Frequency histograms of the responses were used
to facilitate analysis and discussion., Statements wade by
interviewees and optional written statements made on the
questionnaires are included in the analysis and discussion
where per tinent, .

The survey data are analyzed and discussed in three
chapter sub-sections following:

| 1. General Information on Survey Respondents,

2. Apparent Extent of Resistance to Change.

3. Possible Contributing Conditions that Increase

the Likelihood cof Resistance to Change;

The analysis and discussion sub-sections 2 and 3 are
further divided as described at the beginning of each. 4

short summary of the analysis wade in these sub-sectionsz

ig included at the end of each.

l1n this stad , unless otherwise gpecified, the term

"survey data'’ includes information derived from question-
naires, interviews, and relevant literature,
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Geﬁeral Information on Survey Respondents

Of the 68 contractors who completed the standard
questlionnaire form, 51 were engaged principally in bullding
construction, 13 in highway construction, and 4 in utility
line construction., This falrly represents the distribution
of contractor specialization in the geographlcal area stud-
ied. Many of those who indicated their principal type of
activity as gighways also perform utility line work,

A number of contractor respondents, 22, were owners of
che firms., In many cases, the owner serves as the éhief
operating officer, and frequently as engineer, Some of the
firms surveyed were owned or managed by people with train-
ing in civilgengineering. In addition to the 22 owners, 1l
other executives, 15 engineers, 4 general superintendents,-
‘iand 6 job superintendents participated in the survey.

The val@e Qf the constructlon work completed by these |
firms varied?from under a half a million dollars per year to
over two’miliion, with about one-third of the firms falling
in the lattef category.

Of the ilo workers who responded, 84 were engaged in

' l
building conétruction, 21 in highway work, and 5 in utility

line work, The experience of these men varled from less



than five years to more than twenty, with the majority
having fifteen or more years of experience,
A complete detailed tabulation of this general informa=-

tion 1s included in Appendicies A and B.
Apparent Extent of Resistance to Change

The fifst aim of this study was to find the extent of
resisténce by workmen to changes ih work methods, if any,
Subsidiary éims were to get an indication of inherent resist-
ance to change and to determine if any resistance noted by
the contractors was something they are concerned about,
Three questions were used to aid in measuring the ex-
tent of resistance to change:
1. Contractor Question 17: "Dovconstruction
wbrkers resist changes made in the work methods?”

2. /Woﬁker Question 11} "From your experience, do
workmen generally ‘go along' willingly with
chénges in work methods?"

2, Worker Question 25: "If changes in work methods

would not help you in your work, do you willingly
'go along' with the changes?"
Responses to these questions are shown in Figures 1

and 2.



OBSERVATIONS - Contractor

C-17. Do construction workmen
resist changes made in the work
methods . ? :

N=67 M=35

N = Number of Respondents
M = Arthmetic Mean

Figure 1.

OBSERVATIONS - Worker

W-11. From ybur gxperience‘. do
workmen generally'go along" willingly
with changes made in work methods?

N-IIO ‘M=2.38

OBSERVAT!ON S Worker

-W 25. If changes in work methods
would not help you in your work, do
you wnllmgly 'go along” with the
changes ?

N= 110 M= 2.8
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Two reiated duestions were also asked the workmen to
get an indiéation‘of any 1nhérent tendency to resist change;
as this 1is Selated to their behavior in work method change
situations:i

1, Worker Question 5: "Is doing your work in the

same way every day mére to your liking than
changing it often?"

2. Worker Question 10: "Does 1t bother you when

you must change the way you have been doing
something?™

The re#ponses to these questions are shown in Figure 3.

To ascértain whether any resistance by workmen to
changes in work methods is considered by the contractors to
be a probleﬁ of concern, Question C-5 was asked: "Do con=
tractors cohsider resistance by workmen to changes in work
methods a féctor to be concerned about?"” Responses are
shown in Figure 4.

Responses to Contractor Question 17, Figure 1, on
whether worgmen resist changes in work methods;, indicate
that resistqnce is quite generally encountered. Only one
respondent gtated that workmen never resist change in work
methods, T&irteen out of 67, however, indicated that work-

|
men always ﬁesist. Interviewee statements suggested about
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Figure 4 Observations on ReS|stance as a Factor of Concern to
: Contractors - Contractor
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the same overall tendency to reslist, 1, e., resistance is
exhibited mére than half of the time.

ﬂThe resﬁonse to Worker Question 11, Figure 2, on
whethef workmen "gb along" willingly with changes in work
methods, interpreted in term§ of resistance to change;
indicates some resistance occurs, but not seemingly as
strong/as that observéd by contractors., This response
may;bq/attributable in part to the natural reluctance;, even
in éyconfidential survey, of the worker to fully admit to
the existenc? of a condition that may be socially undesir-
able, eitherfon his or his fellow worker's part. In the
worker interviews, however, it was admitted by some that
many Workmen_do resist change quite often with varying
degrees of iﬁtensity, with the resistance being greatest
when local economic conditions are good and when employ-
ment is easily obtained.

Union representatives admitted that there was some
resistance oﬁ the part of workmen at times; qualifying
their statements, however, to the effect that the resist-
ance was duejto the mis-handling of the intreduction of
change by th% contractors in many cases, or to the poor
quality of c?anges introduced. One union representative

was highly c%itical of the resistance of some contractors
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in not using the latest ''superior' methods of performing
certain operations.

Responses to Worker Question 25, Figure 2, wherein
they were aéked to state whether they would "'go along"
willingly if the change in work methods would not helé
them in their own work, show that they willingly "'go
along' with changes about half the time or less if the
changés do not help them personally in their work. Some
workers said that unless they perceived that a change
would make the task less burdensome, or would result in
safer working conditions, they would not willingly ”go‘
along' with it. Unless helped perscnally by a changeg
they were aéathetic toward it on the one hand to outright
refusal to éccept it on the other hand, if the change was
perceived ag being more demanding of them both physically

and/or mentally.

Inherent Tendency to Resist Change: Responses to

e

l%s

Juestion W-5, Figure 3, show that workers tend, for the
most part, to prefer doing their work in the same way
every day rather than changing it often., Answers given to
Question W-10, Figure 3, also show that workers are

bothered at least part of the time when they must change
the way theﬁ have been doing something.

Furtheﬁ discussion on this inherent tendency appears

later in tﬁis chapter ﬁnder the category of personal or



psychological reasons for resistance to change,
|

Resistance - Problem of Concern: It is apparent
from the reéponses to Question C-5 that the majority of
contractarslqueried considered resistance to changes in
work methods & problem to be concerned about, as was re-
ported in the Associated General Contractors of America
survey cited in the introductory chapter of this study.

Scome contractors who were interviewed stated that
they were seldom personally concerned about resistance,
not because in many cases it was not costly to them in
monetary terms, but because they felt that they could do
very little to overcome it and, therefore, showed little

concern about ik,

Summary -~ Extent of Resistance: Avalysis of the

survey data indicates that there is quite often some

resistance to change in work methods by the construction

workers c@mﬂidered in this study, i.e., those employed
in the construction contracting industry im the cities
of Anchorage and Fairbanks, Alaska.

The gurvey results would tend to substantiate the
statements of some competent observers that there is an
inherent tendency on the part of some people to resist

change.
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The dada analysls further indicates that most of the-
Alaska contrgctors surveyed considered resistance to change
in work methbds a problem of concern to them,

'Possibie Contributing Conditions that Increase

the Likelihood of Resistance to Change

‘To delineate the possible contributing conditions and
to simplify gnd facllitate the analysis and discussion of
the survey déta, most of the questions posed in the ques=-
tionnaires wére gfouped into three broad, basic categories,
corresponding to the classification used by some psycholo-
gists and competent observers in the fields of human rela-
tions and maﬁagement to describe man's wants, i.e., economic,
personal or bsychological, and social. The possible emotion-
al reasons for resistance to change in work methods on the
part of construction workmen were categorized in the same
way, even though there is some obvious over-lapping among 
these groupiﬁgs (2, p. 395), (12, p. 307), (13, p. 306).

Economié reasons for resistance arise from the percep-
tions of the_worker as to the short and long term effects of
a change on his job security. Personal or psychological
reasons for resistance arise from the perceptions of phe
worker of thé effect of change on his personal life; his job

i1s an integral part of his life, involving his basic needs
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for self-respect and recoghition and how he feels about

and felates;to his Jjob. Social reasons for resistance arise
from the pefceptions of the worker of the effects a change
will have on his established personal relationships on the
Job with his fellow workers and with his supervisors or
managers.

Two other categories of contributing conditions were
also used in the analysis and discussion: (1) the effect
of construction trade working rules on the willingness of
contractors to introduce changes in methods and on the
resistance by workers to change and, (2) she feelings of
the workmen foward the contractor methods of handling
change and their resistance to it.

This chapter section on Contributing Conditions is
divided into the following five sub-sections for ease of
discussion and analysils of survey data:

1. Economic Reasons for Resistance to Change,

2. Personal or Psychological Reasons for Resistance

to ¢hange°

3. Social Reasons for Resistance to Change.

b, Construction Trades Working Rules as Reasons for

Resistance to Change,
5. Conﬁractor Methods of Handling Change as Reason

for?Resistance to Change,



Economic Reasons for Resistance to Change

Some réasons of an economic nature that might affect
the workman;s resistance to changes in work methods, con-
sidered in fraﬁing the survey questions  are that he:

1, Fears present trade skills will be 1n less

demand in the future due to changes.

2. Does not benefit from perceived cost savings

reaiized by the contractor through changes.
‘ 2, Does not recognize possible long term economic
benéfits of changes,

b, Doeé not fear termination of employment for not

accépting changes.

These c@nditions are analyzed and discussed in the four

sub-sections;following°

Fears Léssening~;§ Futufe Demand for Present Trade
Q§h;;;§: To determine the concern of the worker about the
future demand for his skills due to change in work methods,
Question W=72was askeds "Are workmen worried about their
present skil#s being in less demand in the future as a re-
sult of changes in work methods?”

The 110iresponses to Question W=7,'in terms of percen-

tages roundei to whole numbers, were: Always 3%;: Often 18%;

About 50=50 2ﬁ%; Seldom 43%; Never 12%., The mean was 2.6.
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B The éu%stionnaire regponse data show that they are
seldom worréed about thils possible threat. The feeling
was expresséd by some interviewees that with the rela-
tively slow progress 1in the introduction of new materials,
eéuipment, and work methods, workers could readily acquire
any new skills necessitated by innovation, thus offsetting
any loss in‘demand,for thelr present skills, They belilev-
ed that this has been generally true in the past in the
general construction contracting industry. It seemed
inconceivable to most that their skills could be entirely
eroded in their life-times, or that their compensation would
be relativeiy@}ess due to a decreased deménd“for their |
skills, Several workers commented that they looked forward
to new and pbssibly better ways of doing things. With the
protection of their trade unions in regulating entry to
membership, #hey felt they could easily adapt in time to
any new Jjob ﬁr skill requirements. Others, however, d4id

show concernifor the future demand for their skills,

The Engineering News~Record of March 14, 1968, in
reviewing a étudy Jjust released by the Battelle Memorial
Institute entitled "The State of the Art of Prefabrication

in the Construction Industry", stated that:
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. - » in respect teo any radical change in pre-
fabrication there would be certain restraints,
one of which would be . . . /[that/ historically,
unions: have been skeptical of changes that re-
duce manpower or eliminate skill reguirements.
President C, J., Haggerty of the Building and
Construction Trades Department of the AFL-CIO
said, . . . the history of the industry is that
a decline in union membership /due to realloca-
tion of work in prefabricatiom/ can be stemmed
by organizing elsewhere. We have time to make
adjustments (14, p. 19).

The Sufvey data would indicate that worry about a
lessening iﬁ demand for their skills in the future is, on
the part of‘SOme workmen, a condition contributing to the
likelihood that resistance to change in work methods may
occur,

As stated in Chapter I, "automation’ or major tech-

‘noleogical change is not considered in this study.

Does th Benefit from Cost Savinegs: To determine the

general industry practice with regard to the sharing of
cost savings that mav result from changes in work methods,
each group was asked the same question: Do contractors
ghare with the workmen any of the cost savings that result
from changeéim the work methods?" (W-15, C~-7).

To eliéit the opinions of both.groups as to whether
the progpecﬁ of a bonus would make the worker more willing

to accept change, each group was asked the same question:



"If workmen%know that they will get a bonus when cost
reducing chénges are made, are they more willing to accept
a change?" (w-29, c-26),

The responses to these two palrs of questions are
shown 1in Fiéure 5

It 1s very apparent from the answers to the first pair
of Questions that there is very little sharing of cost
savings, Responses to the latter pair of opinion duestionsj
W~2§ and C=é6, indicate gtrongly that both groups feel that
the knowledge that a bonus might be received if the change
results in cost savings will lead to the more willing
acceptance of change on the part of workmen,

Intervisws with workers revealed that some thought
contractsrs ﬁéalized considerable reductions in their costs
through work changes, with very little direct credit or
recompense ts the worker,

Several?contractors stated that in many instances the
cost saving %ade through a change was already allowed for in
setting prices in competitive bidding, so there was no
genuine savipg to share directly with the workers;

Under uéionumanagement bargaining agreements; such
savings cannét be passed on as incentive, task, or piece

|
work payments. Any changes in payments to workers must be
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negotiated ih bargaining sessions among contractors and the
workers'! res%ective unions which might be involved, The
building traée unions have been historically opposed to
any type of compensation to the worker based on units of
output; suchjas task or plece work,

From wofker interviews, it seemed apparent that there
was little recognition that the general wage increases re-

celved almosﬁ yearly through formal bargaining were made

possible partly through gains in productivity resulting in

some measure;from changes in work methods, or that the
contfactor must depend upon innovation in work methods to
keep abreast%or ahead of his competitors., The same work-
men, hoﬁever; did acknowledge that it would be very diffi-
cult to fairly define, measure, and divide the sa&ings made
on each changé, especially with minor ones,

A discuséion of the merits and démerits of incentive
payments, task work, plece work, and profit sharing plans
are beyond thé scope of this study.

As a result of the analysis of the gquestionnaire data,
the evaluation of the interviews, and a review of union=
management agreewents in regard to worker compensation, it
would appear that direct monetary payments to workers as a
result of cos% savings frowm specific changes made in work

|
methods are nét feasible due to union-management agreements
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and to the;complexity of computing the savings, even though
such paymeats might serve as immediate inducement to fuller
cooperation in a change.

Survey data analysis indicates that if the worker
thinks that he mast likely will not benefit from the cost
savings resulting from a change, it becomes a contributing

condition that increases the likelihood of resistance,

Does Not Recognize Long Term Economic Benefits of

Change: It has been reported in the popular press that if
workefs wbuld only recognize the long term benefits of
change, they would resist it to a lesser extent or not at
all, To defermine whether contractors ever tell the work-
ers that even though some might lose their Jjobs now ss a
result of a change in work wmethods, but in the long run
everyone would profit by it, both groups were asked the
same question: "Do contractors teli workmen that even
though a few wmight lose their jobs as a result of changes
in WQrk methods everyone would be better off in the long
run?”  (W=18, C-12)

uToveliQit the opinions of both groups on how effeg-
tive such statements‘of resssurance. aboub future prospects
in increasing the workers'® willingness to.chénge, the

following queation was asked each group: "If workmen are
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told that eVen though a few willl lose their jobs now,
but in the 1ong run everyone will be better off, are they
more willing to accept a change?" (W=32, C=29),

Figure 6 shows the observations and opinions on this
topic. Responses of both groups to identical Questions W-18
and C-12 pbint out that contractors seldom tell the workers
that everyone will be better off in the long run due to
changes, It might be said also, from the answers to the
identical Questions W=32 and C-29, that telling the work-
men that even though a few will lose their jobs now, but
that in the long run everyone will be better off seldom
causes the worker to become more willing to accept a change.

Dalias M. Young (C15, p. 239) comments:

Economists will tell you that in the 1bng run :

technological changes lead to a higher standard of

living for our prople. They say that restrictive
practices mean higher costs to the American

consumer,. But the laborer or supervisor or vice-

president who expends his energy for incowme 1s

quick to reply that he and his family wmust live

from day to day! The results 'in the long run'

may be fine-if you live that iong., If you have a

choice between resisting changes, preserving

income, and keeping out of debt and being unem-

ployed, without income, and with growing debts,

you will probably select the forwmer.

The interviews brought out the relevancy of the Young
guotation. Most workers with whom this was discussed sald

that they onlds in fact, react in a negative or resistive

manner if this statement were made to them with regard to
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the prospécﬁs of everyone being better off in the long run,
The implicaﬁion that they did not understand or appfeciate
the long term benefits of many changes was resented.

It would appear that even if the worker does recognize
the long tefm benefits of changes, he is generally not
likely to bé more willing to accept the change if it is
considered as detrimental in his present economic situation,
Any attempt to encourage wmore willing acceptance of change
by the contractor advising the worker of its long term
economic benefits, will usually be non-productive.and may
have a negaﬂive effect,

Survey‘data analysis would indicate that the failure
to recognize the long term economic benefits of a change
is a contributing condition that increases the 1likelihood of

resistance.,

Does Not Fear "Termination” for Not Accepting Change:

To determine whether the industry uses an implied threat of
”terminatioﬁ" for hot accepting a change, similar questions
were used fer each group. The worker was asked in Question
W-21, "Do contractors threaten workmen with "termination"

for not accépting changes in work wmethods?® The contractor

was asked iﬁ Question C-15, "Do contractors hold an implied
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threat of “"termination” over the heads of workmen for not
accepting é%change?" |

To get§0pinioné on the effectiveness of an implied
termination ‘threat on the willingness of the worker to ac-
cept change;~both groups were asked the identical questions
"If workmen know that they might be "terminated" if they
éon“t accept é change, are they wmore willing to aécept a
change?” (W-36, C=31),

Figure 7 shows the responses to these question,

The responses to the two similar Questions W-21 and
C=15 differ;in that the worker generally feels contractors
use the-thréat more thén half the time, while the contrac-
tors replies are mixed in stating that they use an implied
threat of términation less than half the time.

Responées to the identical Questions W-36 and C-31
indicate that both groups feel that the implied threat of
”terminatioﬁ“ for not going along generally makes the work-
er wmore wiliing to accept a change.

Interviews revealed that the workers in the geographl-
cal areas of the study are very much concerned about being
laid off to&ard the end of the construction season in the
early fall,gwhen the chances of obtaining steady or even

partial win#er time employment are slight. When wmany
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overtime work hours occur on a project, which is typical in
the survey areas, being "terminated" earlier than antici-
pated due to resistance to change can mean a substantial
loss in income to the worker, for he may be unable to
obtain another job with overtime hours or possibly any job.
When times are good and jobs plentiful, however, the worker
can be more independent, and the threat of termination is
less effective as a deterrent to resistance.

Jones (6, p. 53) states that:

It would be wrong to say that enforcement by the

threat of dismissal should not be an essential

part of the implementation of new wethods., It

should be. However, new methods should be

introduced and enforced in a manner and situation

conducive to theilr acceptance,

It was stated in several interviews that the implied
threat of termination or firing has a positive effect on
the willingness of the worker to accept change only when
prospects of getting another job are slight. This occurs,
of course, in times of unfavorable general economic condi-
tions and in any geographical area when there is high
unemployment such as in Alasks among construction workers
in the cold seasons.

According to Judson {16, p. 70):

.« » o The effectiveness of authority as a means

of control depends in large part on the ability

to enforce it. Punishment is the means of en-

forcement. In business, the form of punishment

can range between two extremes: compulsory

termination of employment, and limiting the op-~

portunities for advancement. However, in an

%cmnomy where there is almest full employment,
the sack'’ is no longer the threat it once was.

Also, the use or threat of punishment can result
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in counter-measures. Employees are often well
protected by the power of thelr union. They

can also act directly by limiting their per-
formance or by refusing to accept responsibili-
ty. Thus, employees today are far less depen-
dent on their management than they were fifty
years ago. This fact tends to place a consid-
erable limitation on the usefulness of authority
as a contemporary method of social control.

For the geographical area of the study, analysis of
survey data indicates that, at times, not fearing "termi~-
nation' for not accepting change is a contributing condi-

tion that increases the likelohood of resistance.



Personal or Psychological Reasons
for Resistance to Change

e

Some of the personal or psychological reasons that
might affect the workman's resistance to changes in work
methods, considered in framing the survey questions, are
that he:

1. Dislikes change inherently,

2, Fears skills not appreciated by the contractors.

3. Fears the unknown-reasons not given for changes.

4, Does not understand need for changes.

5. Fears changes irrevocable.

6. Feels contractors not sincere in requesting
4 £

£}

opinions.
7. Fears outcome of changes based on prior experience.
8. Dislikes learning new skills.
These conditions are analyzed and discussed in the

eight sub=-sections following.

Dislikgs Change Inherently: To determine whether the
wor key sh@wéd an inherent dislike of change, two questions
were asked: ""Is doing vour work in the same way every day
more to your liking than changing it often?’ (W-53), and
"Does it bother you'whem you must change ﬁhé way you have
been doing é@methimg?“ (W~10).

| A
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The responses to these two questions are shown in
Figure 3 at;the beginning of this chapter where this infor-
mation was @sed in connection with the "Apparent Extent of
Registance fo Change", but the responses were not discussed
at that poiht in terms of the personal or psychologicai
reasons for resistance. Responses indicate that workers do
generally 1ike to do things the way they have been, rather
than changiﬁg often, and that they are generally bothered
when they mgst change the way they hgve been dolng something..

In worker interviews, it was stressed that it seemed
natural to fesist a change in work methods unless it is
very appérent that it would result in some gain for the
worker, This pointed out the difficulties for the contrac-
tor arising from changes that are made just for the "sake
of changing.," It was emphasized that if the worker had
an understaﬁding of a need for a change and how it would
affect him énd the company, he would be more willing to go
along with it, Habits and pagterns of work acquired over
a long periéd of time are not easilly changed without good
reason, as such alteratlons in most cases require consider-
able mentaléeffort and attention by the worker, so unless he
understandsithe reasons and need for them he will resist.

|
Judson§(16, pp. 19-21) says that there is a rather

vague, predisposed feeling about changes of any kind which
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is deeply iﬁgrained in our wminds and about which we are
likely unaw%reo It dates back, he says, to childhood
when many changes forced upon the child must have evoked
unpleasant and distasteful feelings. He also points out
that profound changes are made up to maturity, in most
instances imposed on us without‘the benefit of discussion
or consultation, and therefore without our understanding.
The natural reaction of any child to significant changes
of childhood is to resist them. He writes that we tend
to develop in our earliest years some gsuspicion and
distrust of changes. How a child is reared will affect

view on changes from objectivity on the one hand to

e
6]

h
suspicion and fear on the other. He says that it is a
rare person who can undergo changes with comfort and
confidence,

Davis states (2, p. 393):

As a result of homeostasis, social systems tend
to resist change., TFurthermore, individuals in

the social system tend to resist wmany types of
change because new habit patterns or sacrifices
are required. This leads to the general pro-
position that pecple and their social systems
will often resist change in organizations.

Selekman (17, p. 108) writes that the best conceived
: s F

program mwdy run into resistance in shop and office. He
ince such resistance is wvirtually a universal hu-

feels that

1))

R

man phenomenon, it points out the need for greater emphasis



67

on researchiin the soclal sclences that will help us
understand énd deal with this phenomenon,

It appéars from analysis of the survey data that
’generally workers dislike change inherently,. This is a
contributing condition that increases the likelihood of

resistance,

Fears Skills Not Apprecilated: To determine the obser-

vations of the workers of the contractorfs appreciation of
his skills,}Question W-6 was asked: "Do you feel that the
Skills‘required to do your ﬁogk are fully appreciated by
the contraceor?"
To find what effect knowingfthétvsupervisors.have
a high regard for the skills on the willingness of the work-
er to accept a change, Question W-39 was asked: "If workmen
know that supervisors have a high regard for the skills
required in their work, are they more willing to acceptﬂg
change?" | ;
Allied;questions were also asked, Worker Question 22,
"Do contractors use the workmen's skills to the best advan-
tage?", and Contractor Question 18, "Do contractors feel

that they_aﬂe using the skills of the workmen to the best

advantage, éonsidering limitations in negotiated agreements?"
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were used tp determine Ehe degree to which each group
thought'the§worker's skill was belng employed.

Figureéﬁ shows the responses to the four questions,

Answers to Question W-6, s%owing the workers' percep;
tion of the appreciation of their skill by the contractors
indicate that they feel their skills are appreciated wmore
than 50 perjcent of the time, Replies to Question W=39
show that tﬁe workers were wuch more willing te accept.

a change 1f they félt that thelr skills were appreciated by
the contractor.

Interviews with craftsmen revealed that the skill
which they strived to acquire was valued wery highly by
them, and their feeling about it was an important factor in
their attitﬁdes toward thelr jobs and toward changes in
work methods, Failure of the contractor to recognize this
prized skill was conducive to resistance to change. Several
stated that they considered they had a better grasp of the
intricaciesjof the work than most of their superiors who
might orlginate changes, Therefore, they tended to resist
if their skills were not recognized and respected as
evidénced b& the originators neglect in asking for their
comments when a change was coniemplated°

Maslow§(18) and others, in considering man's needs,

have discusSed them in terms of a hierarchy of three wmajor
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types: physiological, social, and egoistic. The latter are
needs an inéividual has for a high evaluation of himself and
include such ones as achievement, independence, self—reSpect;
respect of‘others, status, recognition, and self fulfill-
ment, Sutermeister (19) states that to maintain a high
astimate of‘ourselveg, most of us never stop needing reas-
suranée that we are held in esteem by others. Thus? our
egoistic neéds must be continually satisfied. To him, the
continuing satisfaction of egolstic needs would seem to
offer the best opportunity to motivate employees to im=-
proved performance,

No specific questions were included in the contractor
questionnaire on the subject of appreciation of workers
skills, since pretesting showed meaningful answers were not
being obtaiﬁed°

The responses to the other questions, W=22 and C-18,
indicate thét the skills of the workers are being used to
the best advantage most of the time. Several workers who
were interviewed revealed that their skills could be em-
ployed to still greater advantage, if they~were given wmore
voice in thé planning of work and in making changes in
work method&:B°

it appéars from the survey data analysis that if work-

ers feel thét their skills are not appreciated, they are
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less receptive‘to*changes'in work methods. This then is 3
contribgting condition that Increases the likelihood of

resistance,

Fears the Unknown-—ReaSoﬂs for Change Not Given: To

determine tﬁe observations of both groups on whether con-
tractors give workmen the reasons for changes; the same éues=
tion was asked each group: "Do contractors give workmen the
reasons for making work methods changes?" (W-13, C=-7).

.To get the opinions of both groups on the effect of
disclosing the reasons for change on the willingness of the
worker to accept it, the same question was asked each group:
"If workmen are given reasons for changes in work methods,
are they wmore willing to accept a change?” (W-27, C-24),

Figure.9 shows the responses to these four questions,

The responses to identical Questions W-13 and C-7 are
not in close agreement. They would indicate the contract-
ors give thé reasons for changes more than half the time,
and that woﬁkers receive this information less than half
the time. it would appear that contractors may be giving
the reasons but this advice is not always filtering down
to all of tﬁe workers .

Answer% to identical Question W=27 and C~7, sashow-
that givingfthe reasons for changes strongly affects the

willingness of the worker to accept them.
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WOrker.interviews revealed that many times they were
fearful of éhe,outcome of‘a change in terms of their
employment on a particular project due to a change
being introéuced without explanation. Some wondered
if their‘skills were being éuestioned; or whether their
superviéorS'wefe unhappy with their productivity. Most
workers; they felt, havé an interest in their jobs and
in the way bperations are carried out, and they can
become very upset and resistant to change if they do not
know what 1s in store for them due to changes. In addi-
tion; théy ére adversely affected by the perceived lack
of respect én the part of their superiors in not giving
the reasons: for making changes in the work methodé
with which ﬁhey are so vitally concerned as part of
their dailyéwork lives, Their status as skilled crafts-
men or operétors is felt to be downgraded as a result of
such manage@ent behavior,

The 1literature makes many references to the fear
of the unknéwn where a new way is always strange,
threatening? and laden with unceftainties, even if it
is an impro%ement over the old. Lack of factual informa-
tion 1is one;reason for this fear, as our present circum-

stances are known and the new ones are unknown. There is
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énothen‘kind’of uncertainty_thét cannot be dissipated by
providing;idformation;,,This.isfthe'anxiety that springs
from the fear of the individual about how he himself will
react torthq.new situation (12, p. 288),

Tannenbaum (20, p. 212) states that for people to accept
new ideas of methods, severnl different‘things-have to occur. .
One is that it is iwmportant that people understand the reason
for a change. They have to get some insight into why a
change is going to be made. Understanding the need for a
change 1s important if people are not to set up barriers.

According to Zander (21), resistance can be Expected if
the nature of the change is not made clear to those who
are going to be influenced by the change.

The‘daﬁa analysis indicates that workers do fear the
unknown, Not being given the reasons for making a change
is a contributing condition increasing the likelihood of

reslstance., !

Does Not Understand Need for Change: To obtain the

observations of each group as to whether contractors try
to help worﬁmen understand the need for a proposed change,
each group @as asked the identical questiong: "Do contract-
ors try to nelp workmen understand the need for a proposed

1
change in work methods?" (W-16, C-10).
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To get the opinions of each group on the possible
effect on tﬁe workman's willingness to accept change/by
having themjunderstamd the need for the change, the same
question was asked each group: "If workmen understand the
need for thé change in work méthods9 are they more willing
to accept the change?’ (W-30, C-27}.

Responses to these four questions are shown in
Figure 10. |

The answers to identical Questions W-16 and C-10,
when taken in sum, indicate that contractors try to help
workmen understand the need«for a proposed change only
about half of the time or less.

The replies to identical Questions W-30 and C-27
reveal that both groups concur that having the worker
unders tand the need for change is often to always
desirable.

This condition of understanding the need and its
response anélysis ara similar to the previcus case of
giving the %easons for a change to the workers,

wgrkerfintefviews revealed that many times when the

need for making a change was not appavent or explained to

13

=

Lit

thewm, they resisted, since it mavy have meant changing their

worlk habits or procedures for no good reason., This action
‘ v

again was perceived to indicate a lack of respect by man-
|

agement for|their trade skills and knowledge of the job
|
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operations;_ The need to reduce costs;.generally thought by
workers to ke the reason for making wmost changes; is not
obvious t0-£hem.in many cases., creating new doubts., If the
change were being made because of contract provisions,
gsafety codes, or liabllity insurance company recommends-
tions, this:has not always been made known to the worker,
so he tendséto resist because of lack of knowledge of the
need,

Most contractors interviewed did make an effort to
advise workgrs of the need for a change, but they realized
that this c?mmunication does not always reach all of those
concerned,

Krick (22, pp., 510-513), in discussing resistance to
change;, lists as one of the common causes the failure on
the part ofithe proposee to see the need for a proposed
change. Heisuggests as a method of minimizing resistance
a oonvincing explanation of the need for a change. Dennis
(23) feels %hat to gain support, those involved in a change
must unders#and what is wanted and why.

Sartai# and Baker (24, p. 229) state that change may be
more acceptéble to employees who ¢learly understand the

nature of tﬁe change and the reasons for it.
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From the survey data, it would appear that not under-

gstanding the need for a change is a contributing condition

increasing'%he likelihood of resistance to it.

Fear Changes Irrevocable: To obtain the observations
of both groups on the practice of making changes on a trial
basis, similar questions Were asked each, The worker was
asked in Question W=14, "Do contractors change work methods
on a trial basis with the understanding that they wmay g0 back
to the 0ld methods?" The contractor was asked in Question
C-8, "Do contractors change methods on a trial basis with
workmen understanding that the changes are not irrevocable?”

To get the opinions of both groups on the effect of
making changes on a trial basis with the understanding that
they are revocable, each group was asked the identical
question: v“If workmen know that the change is being made on
a trial basis_only, are they more willing to accept 35
change?" (W=28, c-25), |

Figure 11 shows the responses to these four questions,

Answeré to the two similar questions, (W-14, C-8},
indicate that the workers have observed that contractors
seldowm, if ?ver'y make changes on a tri%l basis, Contractor
observation%, however, indicate that changeg are made on a

trial basisimore often than not. The difference between the
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observatioﬁs of the two groups may be attributable to workmen
not being ﬁully informed of the intent of the cantractor
when a chaﬁge is introduced.

Replies to identical questions W-28 and C=25 indicate
that if the workmen know that a change 1s made on a trial
basis, thei are generally more willing to accept a change.

Interviews revealed that in many instances the workmen
perceived the proposed change in work methods would be
impractical and ineffilcient, so they showed a tendency to
resist to a greater extent at the outset than if they knew
‘thejtwere not permanently “stuck with" the change., They
felt that most people are often willing to "go along” with
or "give a tfy“ to something new in methods, prowvided
their commitment ie revocable; otherwise, they may resist
change,

Contractors interviewed stressed that a change made on
an experimental basis to test its feasibllity cannot be
economically carried out in casqa involving purchases of new
tools or equipment;, or reorganization of a field plant lay-
put., With wminor changes, however, the trial basis scheme
was thought to be effective in convincing some workers to
cooperate at the outset.

Judsoﬁ (16, p. 23) says that there will be proﬁlems if

a change is presented as irreversible and irrevocable, for
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should thoée affected believe that they are peing made to
travel dowﬁ a one-way road and to cross a bridge that will
then be burned behind them, their suspicions and fears about
the change will inevitably rise.

Survey data analysis indicates that making changes in
the knowledge that they are irrevocable is a contributing

condition leading to the likelihood of resistance.

Feel Contractors Not Sincere in Requesting Opinions:

To obtain worker observations on the sincerity of contrac-
tors in asking for their opinions about proposed changes,
Questiow W-20 was asked: "Do workmen feel contrators are
gincere whén they ask for opinions about proposed changes
in work methods,?"

The effect of worker feelings about the éincerity of
the contractors on their willingness to accept change was
sought through Question W=2U4: "Tf workmen feel that con-
tractors sincerely want their opinions about proposed work
changes, aﬁe they more willling to accept & change?”

Figuré 12 shows the responses to these two questions.

The résponses to Question W-20 show that workers felt
that contréctors were sincere slightly more than half of
the time when they asked for opinions about proﬁ@sed,‘

work changes,
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Respohses to Question W-34 point out that if workers
feel that %he contractor is sincere in asking for their
opinions, they are often wmore willing to accept a change.

- Interviews with workers revealed that the practice of
some in management of leading a WOrker to believe that his
opinion is valued when in fact other actions of management
indicate a lack of genuine sincerity results in strong
resistance due to the feeling of being "conned" bty manage-
ment. Several workers felt that many times the "boss" had
already made up his mind about a change before asking their
opinions, This action was resented, and they tended then
to resist the change because of it,

Furtherwmore, it was stated that if they sensed a lack
of sincerity on the part of managers; then any explanations
of the Peaéons and need for the change would not be con-
ducive to worker acceptance., Several workers did not
hesitate to say that they had confidence in the mmtivés of
very few management actions involving the worker,

Stagner and Rosen (25, p. 118) say that'there is
somtimes a:tendency of management to wmake the basic deci-
sions, eog}, on new machinery, then invite employees to
discuss how the decision shall be implemented, causing

unions to Benounce the technigue as "bogus democracy.”



fThe imbression was gained from most of the contractors
inter?iewed; in spite of their different management philo;
SOphies; that they sincerely believed that wmost workers
could, if they wished, offer constructive suggestions on
proposed work methods changes. To quote one: "Even some
morons come up with good ideas once in a while, so it pays-
to 1listen to everyone's suggestions when practicable,”
Survey data analysis indicétes that the perceived
Sincerity of’the contractor in asking for suggestions on
proposed changes is a contributing condition that incresases

the likelihood of resistance,

Fears Outcome of Changes Based on Prior Experience:

Worker observations on the quality of changes made in work
methods by their superiors were sought through Question
W=4: “How often do changes in the methods of work that afer
made by your superiors lead to better ways of doing things?”
To determine how their willingness to accept change
was affectea by their experience with past changes, Question
W-35 was posed: "If workmen know from experience that most
changes made in work methods turn out for the best, are
they wmore ﬁilling to accept a new change?”
ReSpoﬁses to the two questions are shown in Figure 13,

The answers to Question W-4 reveal that changes in work
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methods maée by their superiors more.gften than not 1ead‘
to better Ways of doing things.

The replies to Question W-25 show that the willingness
of the worker to accept is strongly influenced by his past
experience?with change. Successful changes witnessed in
the past lead to a more positive attitude towérd'accep=
tance in the future of other changes.

Some interviewed workers revealed that they had seen
some poorly conceived changes, causing them to be "gun-shy"
of many new ones, Others, however, who experienced bene-
ficial changes were less concerned about the outcome of
new proposals.

One of the obstacles to cost reduction in connection
with methods changes mentioned by Walter Scott (26, p. 8-
235} was that of the derisive attitude of workers reswlting
from past failures.,

Stewaft (27) feels that‘the workers past experience
with the firm in relation to changes may cause variations
in resistance.

The &ata indicate that the worker's prior experience
with ohanées,if it tends to be on the negative side, is a
oontributfng condition that increases the likelihood of

“resistance,
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Pislikes Learmning New Skills: One question, W-38,
was posed to the workmen to get their opinions on their

willingnas to accept change, if the change required the

s

5}

learning o: new skills: "If workmen don't have to learn
new trade skills because of a change in work methods, are

g 9

they more willing to accept a change?"

The 110 responses to Question W-38, in terms of
percentag s rounded to whole numbers, were: Always 4%:
ften 2?%;'Ab0ut 50-50 49%: Seldom 17%: Never 3%. The
mean was 3.1.

Answers to Question W-38 indicate that about half

of the time or more, the fact that the worker does not
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have to learn new trade skills does

to accept a change
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Contractor interviews revealed that possibly some
older workers resented having to learn new skills. In
interviews with both groups, however, the impression
WaS gained;that most workers were not greatly perturbed
at having ﬁo dcquire new shkills, 1f they could see esg-
pecially that the new skills would be”bemeficgal to them
in the lmnl run, there seemed to be no strong;@iglika
for learning new ones to add to their present level of
skill, |

It ha% been pointed out in mamy places in the litera-

1

rure that "unlearning’ a skill is, many times, as difficult
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as learningfa new one, which compounds the problem. Workers
felt that with most changes they witnessed, the learning of
new skills Qas not a major problem fof them to be concerned
about, but they could coriceive of situations where the
learning of a new skill would require major extended effort
on theilr parts; This, then,might influence thelr resistance,
if they were not assured that they could acquire the skill
without heavy monetary expense to them, It was the feeling
of some that Jjoint union-management courses should be in-
stituted to assist them in any extensive learning of new
skills should it ever be required, The actual learning
process under these conditions did not seem to worry most
of these workers.

Krick (22, p. 510) points out that when a new system
is proposed, a fear of theNinability to become equally pro-
ficient under the new system may well cause any man to be
apprehensive as to his future value and security in that jJjob,
with likely resistance to the change.

Survey data analysis indicates that 1if a worker wmust
learn a new 8kill because of a change, this is a contribu- -
ting condition that increases the likelihood of resistance to -

it.



Social Reasons for Resistance to Change

Some o% the socilal reasons that might affect the
workman‘s‘fé91sféﬁbe to changés in wbrk methods, conéidere&
in fﬁé%ing the survey questioné; are that he:

_ \

1. Dislikes changes suggested by superiors.

Z. ~Bees the contractor getting "something for nothing".
Dislikes disruption of social relatiomships.

4, Resents not being asked‘for suggestions,

5, Resents not being asked to participate in group
diécussions on decisions about changes.

6. TResents not being glven opportuﬁity to use owh
ideas.

These conditions are analyzed and discussed in the six

following sub=sections,

Dislikes Change$ Suggested by Superiors: To determine
worker observations on the sourde of origination of changes,v
Question W=8 was asked: "Who proposes most of ‘the changes |
made in the methods of work?" A similar Questién, C-l, was
asked the contractors: "Who suggésts most of the changes

‘that are made in the methods of work?"
|
To geﬂ the opinions of workers and contractors on the
effect of the willingness of the worker to accept changes

in ?elationfto whether the change originated from an equal
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or & superior, the same question was asked both groups:
"if werkmeﬁ know that the idea for a change is that of a
fellow craftsman, and not that of a superior, are they
more williﬁg to accept a change?™ (W-37, C-32).

Responses to these four questiéns are sha@n in
Figure 14.

Both groups are in close agreement as to who proposes
or suggests most changes in work methods, as noted in
their answer to Questions W-8 and C-4., Most changes are
proposed by superintendents with very few by foremen and
craftsmen. Since many of the firms surveyed do not employ
staff engiﬁeers as such, the number of engineers shown as
suggesting changes is naturally low. Many superintendents
in these same firms have engineering training, however,

Replies to identical Questions W-37 and C-32 show
that if the suggestion for a change comes from a fellow
craftsman and not from a superior, this more often than
not affects the willingness of the worker to more readily
accept it..

Interﬁiews with workers revealed that in many cases
they resented the orders for changes passed down from above,

for they felt that the higher the position occupied by the

&

one suggesting the change, the less practical the sugges-
tion. The proposers, they felt, were too removed from

the detailé of the job and were not cognizant of all the
“ .
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Jjob éonditions that might nullify the supposed benefits of
the change, Some felt, especially in the case of winor
changes that were suggested from "above", that the foremen
and craftsmen were being indirectly criticlized for not hav-
ing adoptéd a better method before that time, or for not
having thought of the newly proposed mazthod themselves,

Most generally, interviewed workers objected to change
guggestions originating from high above their organizational
level as these were introduced as a mandate in too many
céses° They objected to the lack of consultation, explana~
tlion of need, and reasons for the change, in addition to
the sometimes arrogant attitude of superiors who seemed to
be neglecting thelr feelings entirely.

After spending many years learning certain techniques,
it hurt their egos to have gomeone other than a fellow
craftsmén devise a better way of performing the same
operation,

A few contractors interviewed were quite ‘vehement in
stating that workers and their unions were trying to
usurp the complete direction of job procedures from manage-
ment, so, they felt; the workers naturally resented any

detailed changes originated by management.



According to ROethlisbéréer (28, p. 26)

Now it happens frequently that these logical plans
to promote efficiency and collaboration do not work
out as intended. Frowm the point of view of senti-
ments, they involve consequences which sometimes
defeat the logical purposes of the plan as conceived,
Let me point out some of these possible nonlo-
gical consequences., When skill is divorced from
the job at the work level and put in the hands of

a group of technologists, a situation is created
whereby the worker 1s put in a position of having
to accomodate himself continually to changes

which he does not initiate. And not only is he
asked to accomodate Himself to changes which he
does not 1nitlate, but also many of these changes
deprive him of those very things which give mean-
ing and significance to thls work. In the language
of the sentiments, it is as if the worker were told
that his own individual skills, his acquired
routlnes of work, his cultural traditions of
craftsmanship, his personal interrelations; had
absolutely no value. Now, such nonlogical conse=
quences have devastating effects on the individual.
They make him feel insecure, frustrated, or
exasperated.

Schleh‘(29) feels that if lwmprovements are completely
engineered by the "experts" and then simply explained to
those invol&ed, resentment and opposition ineVitably fol=
lows, untimately growing into group hostility toward the
"outsider" engineering department.

Lawrenée (20) says resistance is usually created be-
cause of ceftain blind spots and attitudes which staff
specialistséhave as a result of their preoccupation with

the technicél aspects of new lideas.



94

Krick (22, p. 511) writes that a cause of resistance
to change b& workers 1s lack of confidence in the abillity
of the persLn proposing the change, and he goes on to say
that this situation is commonly encouﬁtered by 1nexperienc§
ed englneers.

Survey data analysis indicates thét the source of
the suggestﬁons for change, 1f from above the follow worker

level, is a condition contributing to likelihood of

.Tesistance,

Sees the Contractor Getting "Something for Nothing":

Worker observations on whether the contractor is getting
"something for nothing® in change situations, which might
indicate théir attitude about change in general, were
sought through Question W-=9: "Do workmen feel that the
Qontractors;are getting "something for nothing" when
changes are‘made in work methods?"”

Contractor observaﬁions on this same factor were ob-
tained through Question C-16: "Do contractors feel that
workmen coﬂsider that they (the contractors) are getting
”SOmethingifor'nothing“lwhen_a change is made in work
methods?" E

Figurﬁ 15 .shows the responses to these two questions.
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Responses of the two groups to the similar Questions
(WPQ, C-16)§are not - in very:clpse agreement. Workers; for
the moét pa;t, felt that contractprs seldom .or never get
"something for.nothing" when éhanges are made in work
methods . Céntractors, however, tended to feei thét slight=
lyAmore thaﬁ half of the time the workers thought they
Were‘getting "something for nothing",

Some’ihterviews of workers nevealed that they felt
the contracéor was gaihing much financlally through changes,
without any tangible reward to the worker., As a result,
they tended:to resist them. This tendency, they pointed
out, existed because of seldom being told of the need or
reabbns for;a change, A few indicated, as mentioned bvefore,
that they had little faith that management's motives were
commendableéin work method changes, They felt that the
contractor &as tru1§ "getting something for nothing", reap-
ihg all the;benefits of change at the expense of the workersg

Some cbntractors interviewed felt strongly that most
workers believed that any reduction in man hours due to a
change meant a near one hundred pef'cent profit for the
contractor,iforgetting that'this perceived saving might be
only'partia?ly offsetting cost overruns in other labor

Operations,gin material costé; and in other charges. They

felt that=aﬁy explanations or statement to the workers



97

regarding tﬁe profit to be gained or not to be gained

would not bé believed and would probably more solidly con-
vince some ﬁhat the contractor Qas most surely getting
"something for nothing"”, Others felt that some workers,
especially their long-time employees, do appreciate that
changes in work methods may not 511 be profit makers, but
are frequently made just to keep the firm in competition with
other contractors, with the dollar gains going mainly to the
purchaser of construction,

‘Davis (2, D. 395) sfates, in déscribiﬁg a person's
"social” reésons for fesistance, that he may visualize the-
change as mostly benefiting the company rather than himself,
his fellow Qorkers, or the general public, =

According to Strauss and Sayles (13, p. 287), workers
under changé situations many times reason that they may work
themselves or their friends out of a Jjob, or that the manage-

ment is getting "something for nothing”.

Geller@an (21) points out that there is often a mistrust
of managemeﬁt with this attitude often predating any direct
experience with a pafticular management and represents at
times an inéoctrination by ideologies or “class" feelings
which in so@e groups are handed down from generation to
generation,i In othér groups, hardened supicion results from

management"s own ineptness in failing to permit its



employees tb'eXperience,enoughwdfgnity and self respect on
the job} ;Hg further states that when explanations of a
change are attempted against such a background, they are
»éuite likely to be interpreted as a type of trickery. When
conditions have reached this point, résistance to change can
scarcely be avoided.

Survey data analysis indicates that with certain
workers who show a mistrust of management motives in change
gituations, there 1s a tendency to feel that the contractors
are getting "something for nothing”, and this becomes a
contributing condition leading to the likelihood of

resistance,

Lislikes Disruption of Social Relatipnshipsz A single
question, w;8, was asked the workers to determine if they
were "bothered” when their work teams were split up: "Does
it bother workmen when their work team is split up on the
job due to changes in work methods?”

To get the observations of both groups on whether con-
tractors consider the possible effects of bresaking up work
teams, an identical question was asked each: "Do contrac-
tors consider the possible effects on workmen of breaking up:
work teams}When’a change in work methods is made?” (W-17,

C=11).
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Identiéal questlions were asked both groups to get
their opinions od tﬁ§ efoQE of the willingness of the
worker‘to accept chaﬁ%e if work teams are not to be broken
ups "If wofk‘teams aré hot to be broken up whet @ change
is made, are workmem more willing to accept a change?"
“(w-31, C-28). ’

Responses to these five questions are shown in
Figure 16.,j

:Answers to Question W-8 show that workers are quite
often bothered when their work teams are split up;

It isfapparent from worker replies to-Question W-17
that they felt contractors think of the possible effects
on workmen of splitting up work teams only half the time
or less., dontractors, in replying to the identical
Question C-~11, indicated that they felt they do generally
consider such effects half the time‘or more., This diﬁfer=
ence 1is reésonable Since the worker generally does not
have full Qnowledge of the contractor analysis of the
change sitﬁationo The contractor may consider this fac-.
tor, but tﬁere may be other overriding conditions.

As toéthe effect on the willingness of the worker
to accept qhange if the work team is not to be broken up,
both group% in reply to Questions W-31 and C-28 indicate

‘

that this dften'has a strong positive effect on acceptance°
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Worker interviews with some carpenters revealed
that althoggh in the course of a construction project
working pa?tners or. téams\Rust be frequently broken up
to efficiently carry out the work, most of them disliked
’being sepafated from competent;and sociable Jjob partners
due to changes in methods. They agreed that if an effi-
clent team has been formed and then Split because of a
change in methods, the entire operation may be affected
adversely, even though the change is a good one in prin-
ciple, Some contractors interviewéd agreed with this;
but stated that at times it may appear advisable to'split
up men in work teams that are getting along well together
since, in many cases, they tended to settle down to a
slower than normal work pace.

A1l interwviewed generally agreed that breaking up
efficient and sociable work teams in change situations
does lead to resistance on the part of workers.

Van Zelst (32), in a research study of work teams
in building trades in the Chicago area, found that the
use of "buddy-work teams” resulted in lower costs to the
contractor, lower personnel turnover, and greater worker
satisfactiontdueﬁb the maintenance of some working

partners over an extended period.
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Tadneﬁbaum (20) says that there are certain group
infiuences;to coﬁéider, and it must be recognized that
the group éffects Ehe béhavior of the 1néividual as no
individual lives in soclal isolation. As a résult; he
says, when;changes are made that have effects on the
established group norms or values, the group reinf&%@es
the feelinés of insecurlty of the individual'and adds to
the probléﬁs faced in introducing change.

Zander (21) in listing some cpnditions conducive
to}reéistaﬁce states that resistance to change wmay be
expected if the already established institutions in the
group are ignored. The administrator wﬁo ignores insti-
tutionalized patterns of work and'abruptly éttempts to
create a néw state of affairs which demands the customs
be abolishéd without further consideration will surely
run into resistance.

"Whyte (23, p..577) says the manager must recognize
that changés in technology, work flow, and organization
structure Will bring about changes in interactionsg
activitiesi and sentiments, and the skillful manager will
think of s@ch changes not only in terms of technical
efficiency but also in ferms,of'making more effective

|
the relatiéns among organizational members.
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Nimkoff (34, p. 65) writes that there is a tendency
for the gro?p to resist changes that bring social dislo=-
cations, |

Cartwright (35) feels that whether people do or do
not resist change will be greatiy influenCed by the nature
of the groub of which they are members, so attemﬁts to
change them must be concerned with the dynamics of groups,

Lawrence (30)_in discussing resistance states that
people. do nbt resist fechnical change as sucy and that
mést resisténce that does occur 1s unnecessary. A key
to the problem, he says, is to understand the true naﬁure
of resistance for éctually what employees resist is not
technical change but social change ~- the change in their
human relatidnships that generally accompanies technical
ch/ange° ‘

Survey:data analyéis indjcaﬁéslfhat breaking up
work teams in the process of change is a contributing

condition leading to the likelihood of resistance,

Resenté Not Being Asked for Suggestions: To deter-

mine the observatiohs of both'groups on whether contrac«

tors ask woﬁkmen for suggestions, identical questions were

asked: "Doicontractors ask workmen for suggestions on

changes 1ln work methods that ate being considered?”

(W-12, C-6);
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\ To'get:the opinions of both groups on the effect of

asking for guggestions on the willingﬁess of the worker
- to accept chgnge,Jthe same Question was asked each: "If
workmen are asked for suggestions on changes in work‘methodg
are they more willing to accept a change?" (wézé; CQEé)o

- The regponses to the four questions ;re shown 1in
Rigure 17.

The anéwers of both groups to the identical Question
W=12 and C=6ishow vhaf-contractors often ask workmen for
suggestionsﬁon changes about half the time or more. E

The opihions of eacﬁ group as%fo whether the workmen
are more willing to accept a change if they are asked for
suggestions (W-26, C-23) correspond very well,

| Almost all of those interviewed felt that asking for

suggestions does increase the workers' interest, if sin-
cerely 1nvit§d, thus leading to more ready acceptance when
a change is made whether their,particular suggestions were
adopted or not., Some workers qualified their statements
to the effect that they were not eager to suggest methods
that would cause their friends or thémselves to be laid off

because of a{resultant decrease in manpower requirements,

Several contractors and workers felt that it is not feasi-
|

ble or reasohable many times to ask the worker for sugges-

tions, as the change may be too broad. If the worker does



105

70 Wkr
60 Contr

OBSERVATIONS - Worker/ Contractor

W-12, C-6. D§ contractors ask workmen
for suggestions on changes in work methods
that are being considered ?

‘ : N M
Wkr 110~ 3.0 .
Contr 68 =~ 3.3

OPINIONS - Worker/Contractor 701  EAwWkr
60} Contr

‘W'-'26, C-23. If workmen are asked for
suggestions on changes in work methods,

are they more willing toaccept a . .o,
change ? : ‘
N M
Wkr i10 ! 3.9
Contr 65 3.9 ’ 0

54 3 2
ALWAYS OFTEN ABOUT SELDOM NEVER
50-50

Figure |7. Observations and Opinions on As‘kin'g Workers for Sugges-
tions on Changes - Worker/ Contractor :



105

not havé a plcture of the total project operation perti-
nent to the change, he cannot, therefore, offer f%uitful
suggestionsencohpassing the total plan. At the same time,
howeVer; ¢Qntradtors did try to encburage suggestions on
Specific,details of a large plan of change or full suggesé
tions‘on:a minor one, It was wgll’recognized by the major-
‘ity of contractors that most workmen have potehtially
profitable ideas about how work should be best carried out
and that these’are well worth seeking., They are also
cognizant of the fact that such requests for ideas that are
singerely made do boost the worker's ego and affect his
eventual willingness to accept a change. .

Workers indicated that any suggestions they made
should be given directly to their foreman only, for to
offer an idea t§ anyone eise'might be perceived by the
foreman as an adverse fefléction on his ability -- probably
leading to SOme undesirable consequences for the proposer,

A few workers felt that it was the Job of the supervi-
sor to proposé changes, It was what he was being paid to
do and details of a pr0pdsedichéhge were not the worker's
concern for they were not being paid to do management 's

Job.
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. The 1n£erv1ews revealed, in total, that workers as a
rule resent not being asked for suggestions on work about
which they feel they are as expert as wmost, if not all; of
their superiors.

There ére many literature references on the efficacy
of asking for worker suggestions in change §ituations°

Selekman (5, p. 125), for one, feels that perhaps
the first,cpncrete measure offering promise-fbr mitigating
negative embtions is priﬁr consultation with, among
others, the particular workers involved, To him, it is
the lmposed change that constitutes the feared change:
consultation offers an antidote agalinst the sense of
impositibn{

I@wrenge (20) feels that a blind spot of staff
speclalists 1s to the advantages and disadvantages of
first hand broduction experlence. It was awazing to him
how many Spécialists fail to appretciate the fact that
even thougﬁ they themselves may have a superior knowledge
of the teéhnology of the production process involved, the
foremen or operators may have a more practical unéerstand=
ing of how to get dally production out of a group of men

and machines,
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Survey analysis indicates that failing to ask workers
i
for suggestioms on proposed methods changes is a contribut-
|
|
|

condition leading to the likelihood of resistance,

e
09

0

Resents Not Being Asked to Participate in Group

-

Discussions on Decisions About Change: To determine the

observations of both groups on whether contractors use
group dimcﬁsaions enabling the workmen to participate in
decision making on changes, the identical question was
asked each: 'Deo contractors hold group discussions among
workmen, supervisors, and engineers enabling the workmen
to participate in making decisions about a change in
work methods?” (W=19, C-13).

To geﬁ the épinions of each group on the effect on
the willingness of workers to accept change, if allowed
to participate in group discussions, the same question was
asked each: "If workmen are asked, when it might be prac-
tical to dé so, to join in a8 group discussion with other
wor lkmen, f@remeny and engineers in making decisions about
change, are they wore willing to accept a change?” (W=-33,
c-30). i w

The cémtractors were asked an additional question
(C-14) on whether they thought that the worker could
contributei@ignificantly to discussions on changes: 'Do

contractors feel that workmen can contribut significantly
J
o Bl

o ’ . . 5
to discussions on changes in work methods? Also, they



10§
were asked whether the&~thoqght the -workmen tried to im-
?rove'WBrk @ethodshthfough Qﬁéstion C-20: "Do contractors
feel that w;rkmen»try,fo improve work methods?"

*f”Responsés”to.theSe six Questions are showh in
Figure i8;l
" The data from the first two fdentical questions

(W-19, C=13) 1ndicaté that group discussions among work%
men, supervisoré, and éngineers are seldom held, It was the
opinion of both groups, in reply to identical questions
W-33 and C-30, that workmen are more willing to accept &
change half of the time or more if they'are asked to join

in group discussions, e

Responses to Question C-14 show that contractor
observatiohs‘bf whether workmen can contribute signifi-
cantly to discussions on chénges in work methods are
mixed, showing a bi-model distribution,

Replies to Question C-20 indicate that the contract-
ors felt workmen try to improve work methods about half of
the time.

Interviews revealed that most workers and contractors
believed that due to the casual relationsbip of worker and
employer in the industry, extensive use of gfbup discus~-
sions would be costly in time, and would not generally

produce one of the desired results of encouraging the
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worker to more willingly acseptié"change, The disinterest
of the casusl worker and-dominancs:of the dlscussion many
times by certain members of a group were saild to be deter-
rests to. 1its use., -Some interviewees had obsefved that
thls system proved to be effective‘in smaller filrms
employing fewer men who are long-time emsloyees.with a
falrly comprehensive plcture ofncompany operations.

Grsup discussions are.freQuently held among foremen
and others above that level, These;meetings were considers
aed‘by the workers and contrsctsrs’intefviewed to be"fairly
frultful.

Interviews of~contractors.reVeaﬁed that they felt
gsome workers can contribute significantly to a discussion
on proposed changes proVided they have enough experilence
and have been with the company long eﬁosgh to have a full
appreciaﬁionﬁof'ibs overall operationo These qualifica-
tions may account for the bi-modal distribution of
reSponses; |

Contrastor interviews also revealed that some workers
do try tolimprove their-methods‘ssd s ome do not, which was
to‘be-expecﬁed in any diversified group of people., Here
again, it was felt that employees of isng standing had an

attachment to the firm and could be expected to take wmore
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interest 1n}work improvements, Several contractors were
vehemeﬁt inistating that some workers will never make a
move to helplimprove méthods.

As the condition of asking for}suggestions is similar
to the holding of group discussions, many of the interview-
ee comments:and literature statements previously shown
are also pertinent here,

Participation of workers in decision making i; one
of the most widely discussed topics In the 11tera§ure of
resistance to change, The well known investigations
described by Roethlisberger‘and Dickson (36) at the
Western Electric Company's Hawthorne plant revealed that
~employees are willing to try out many changes, even those
affecting productivity, when they are allowed to partici-
pate. Another research study, invariably.referred to in
discussions on resistance to change, 1s that of Coch and‘
French (37)% It demonstrated how changes were favorably
accepted by;employeeé ihva pajama factory when a partici-
pation methdd was used and that, without participation,
thevchanges introduéed undésirable results in the form

of longer training and lower productivity.
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“Moore-(38, p. 46) in speaking of business in general
states: ‘

The. fact that particlpation is not used 1in our
business rests with the managers on every level,
I have‘long felt that they are deterred largely
because of their preconceptions. The thought of
the manager asking for advice goes against the
"administration grain. As the boss, he thinks
- “that he cannot show those under -him that he does
. nbt know all the answers. He cannot ever let
”them take control away from him for he will lose
his managerial position, or at least his status.

Surveyﬁdata analysis indicates that under certain
favorable clrcumstances mentionedgnnéglecting tO'hdldugroup
disoussions:amohg workers, line supervisors, and enginéers
it a contributing conditior leading to the likelihood of

resistance,

Resents Not Being Given Opportunity to Use Own‘;deas:

To get the observations of both groups on the opportunity
given to the workmen to use their own ideas, almost
identical questions were asked each group., Worker Question
W-24 was: "bo workmen have the opportunity to use their own
ideas in the day-to=-day work methods?" Contractor Question
C-21 was: "Do contractors give workmen the opportunity to
use their own ideas in the day-to-day work methods?"
Responses to these two questions are shown in

(

‘Figure 19,
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The sufvey data Indicate that workmen feel that they
are often given the opportunity to use their own ideas in
the day»to-@ay work methpds which corresponds.fairly well
with the}eoﬂtrabfdf{bbseratidﬁs'oh_the same factor,

| 1Inferviews revealed that éé’é rﬁle tﬁé détéiled |
acfiﬁns of the individual woyker are not planned for him;
rather he adapts to the overall planned efforts of the
work grbup, This 1s‘so, slnce feﬁ.opéfations in éonstruc~
tion\are carried out on a masé-production or continuou$
flow basis Where eaqh movement can be closely planned or
designed-in:advahce. -Since much of the work is of a
skillled natdre, requiring at times a high degree of Judé%
ment on the worker's part, he resents havihg work planned
for him in detaill, thus preventing him from using his own
ideas where feasible, It was pointed o@t by some crafts-
men that 1fﬁthey could not:have exfénéive freedom to plan
and execute?thein work'aésignments,‘they would certainiy
lose interest in their trades and undoubtedly resist any
change that:would affect tﬁeif'éutonomywand seiéwsuﬂficiencyo

Some'codﬁractofs interviewed stated that because of
the peréonai feeling of 1ndependence of highly skilled

‘ | ,
craftsmen, dhese workers are glven their own way many times
in'determining their work methods. In addition, few con-

tractors have the staff to plan work in detail and depend



upon the expérience of thelr craftsmen to work out the de-
tails of theéoperation with afminimum of supervision.

Since there are virtually no formal on;the~job train-
ing programs; except for apprentice'workers; 1t 1s assumed
in most cases that the craftsman knows his trade when |
hired., He 1§ expected to carry out any assignhment wi£h 
very little instruction from supervisors.

Blauner.(39, p. 3U3) states that a factor in job
satisfactlion is the degree of control over his work that
the 1ndividué1 feels he has,

Survey éata analysls indicates that any cﬁanges.in_
work methoas that would lessen the opportunity of the
worker to use his own ideas in his.day—to~day work tasks
is a éontributing condition that increases the likelihood
of resistance. |

Construction Trades Working Rules as Reasons fdr
Resistance to Change

The written working rules related to terms and condi-
tions of emp&oyment or workers, incorporated intobunion==
management collective bargalning agreements, affect the
methods of w@rk that might be proposed by, for instance;
limiting the extent to which speéifié crew sizes can be

reduced through a change 1in methods.

116
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Since written rules are the result of negotiation,

l
.

and since it was stated in connection with the question-
naires‘thatjthe proposed work methods changes were not in
viclation of agreed upon working rules, a discussion of
their merits or demerits is not included. For background
on the evaluation of working rules and for some evalua-
tion of wriﬁten and unwritten rules, the following litera-~
ture sources are highly recommended: Haber (40),
Mathewson (41), Ryan (42), Slichter (43), Haber and
Levinson (44); Bertram and Maisel (i]_D)9 Mandelstamm (45),
and Engineering News=-Record (46), -

With regard to the existence of unwritten working
rules that might affect the contractors’ willingness to
introduce changes in work methods, they were asked
Question C-22: 'Do contractors feel that the existence
of "unwritten' working rules inhibits them from introducing
changes in work methods?"

The 66 responses to Question C-22, in terms of per-
centages rounded to whole numbers, were: Always 53%;
Often 21%; About 50-50 297%; Seldom 30%; Never 15%. The
mean was 2.7.

It would appear from the responses that contractors
are sometimes inhibited from introducing methods changes

due to Munwritten' working rules.



Interviews revealed that the "rules” considered as
possible inhibitors were informal égreeménts among the
workers to limit output and restrict the use of labor .
saving tools and equipment. A few contractors believed
that with certain trades, where units of dally output were
standard andjeasily measured, there was a "feeling" among
the workers that a specific number of unité compleﬁed
constituted a "fair day's work", and this was seldom
exceeded, EVeh when changes wére made that should have
increased daily output, it ofteh remained thevsame° These
contractors £hen felt such experilence tended to inhibit
their introduction of further work method changes,

Other contractors, however, feit that there was no
organized "agreement" among workers on the restriction of
output or on the use of labor saving tools and equipment.
Thqrnormally‘observed no @thgr restrictive practices that
would discpurage them from 1ﬁt£bduéing change.

Contr&ctors had observed that acceptance of sdme new
tools and machines was slow af times due to the tendency
of many to want te retain the old and familiar. Eventually,
howevef,‘alléthese were adoéted by.these samerworkers with
no apparent Qesire to return to the old,

Other c@ntractors stated that they never hesitate to

introduce ch?nge, even though~they“may expect some
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resistance at the outset. It 1s the only way; they felt;
to evetitually gailn full accéptance, as they noted that
hiStOricallf'the introduction of many improvements in
this industfylwere resisted.

‘Not all workmen were questiomed about this sensitive
topic of unwritten working rules. Those asked stated that
there were no unwritten rules 1imit1ng the use of new
toois or machines. They insisted that there was no
upper 1imit on production in their trades and hoped con=
tractors woﬁld some day admit that many times low dally
production could be due to poor planning, material purchaS—
ingﬂand expéditing,ﬁand gsupervising. Most contractors were
strongly criticized for not having the proper tools avail-
able when needed. Furthermofe,‘the implication that the
qpntracﬁor wpuld be kept from introdqcing gew-changes due
to the workmen's unwritten rules wag‘resentedo These same
contractors, they staﬁed, probably wefe held back beoauge
"they didn't have the brains to come up with new ideas,
for so long as they can blame labor for high costs and

then pass these on to the consumer, they are content."

As reported in Roads and Streets (47), Contractor

Winton M. Biount made the following points ;n a talk be-

fore the Ohio Contractors .Assoclation:
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Blount then used the word "appalling” to character-
ize the; great laxity in modern management methods
and improved techniques in the construction indus-
try as a whole, Despite the inherent differences
between construction and factory-type operations,
this doesn't explain or excuse the industry's
reticence to more aggressively explore newer
methods and techniques.

Tannenbaum (48) comments: -

It may be that the resistance of the managers them-

selves to the adoption of new methods of management

currently represents one of the most serious barri-
ers to the introduction of change in industrial
~organizations. '

In 1959, the AFL-CIO adopted a work practices code
known as the "Ten Commandments"” (46, p. 82). The code
seeks, through voluntary action, to reduce and stabilize
constructibnfcosts by eliminating'feathérbedding, slowdowns,
Jurisdictional strikes, and other wasteful and non-product-
lve practices. These practices, except for jurisdictional
strikes, are largely untouched by the law. The fourth
“commandmentf states that:

There‘shall be no limit on production of workmen

or restriction on the full use of proper tools or

equipment and there shall not be any task or plece
work.

Survey data analysis indicates that the existence of
unwritten WOpking rulés, real or imagined, 1s a contributing
condition tﬁat increases the 1likelihood that resistance to
‘change ‘may accur? and also inhibit the contractor at times

- from introducing changes'.
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Contractor Methods of Handling Change
as Reagon for Resistance to Change

i~

To detérmine if the methods of handling a change by
the contracfor affects worker willingness to accept it,
one qustioﬁ was asked the worker in the questionnaire,
and those interviewed were queried further. To get workeyx
observations on the contractors' handling of change,
Question W-23 was asked: 'Do you generally approve of
the way contractors go about making changes in work
methods?™

The 110 responses to Question W-23, in terms of
pexcentages:rounded to whole numbers, were: Always 17%;
Often 247%; @bout 50-50 55%; Seldom 17%; Never 3%. The
mean was B,GO

It appears that the responses are close to being
normally distributed over the range of choice.

Mo sp@cific reasons for a particular worker reaction
to the handling of change by the contractor were elicited
through thé questionnaire. An attempt was made to bring
out these feasonﬁ in the worker interviews.

Interviews with workers revealed, comprehensively,
that their objection to the handling of change by the con-
tractor was the apparent neglect to treat the worker as an
imdividual?with a sense of pride and personal worth and to
realize th%t he was a member of a social work group at the
same timGO? This, they felt, was evidenced by the general

lack of consulation on change and explanation of the need



and reasoné for change.

It wa@ mentioned by several workers and contractors
that much resistance might be eliminated by introducing a
change at the start of the particular operation affected
to minimize social dislocation of individuals and groups.

To deﬁermine contractor feelings toward the responsi-
bility for making decisions about change, Question C-19
wae asked: 'Do contractors feel that: the re8ponsibility'
to make deciéionﬂ about changes in work methods is theirs
alone and not that of the workmen?" | |

‘The 67 responses to Questionlé~l9, in terms of perm
centages rounded to whole numbers, were: Always 48%:;
Often 33%; About 50-50 12%; Seldom 4%; Never 3%. The mean
was 4.2, | |

The méjority certainly feel that the responsibility
for making decisions about changes is that of the contrac=
tors, |

This does not purport to be a‘measure or indication
of the manégement philosophy of the respondents, and does
not indicate that they seldom or never asked the worker

to participate in decision making on changes,

In contractor and worker interviews, an effort was
made in a broad way to subjectively determine if the
contractor 's general philosophy of management and his

feelings toward the worker affected the latter's willing-

ness to accept change.
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Intefviéﬁed workers were asked what type of manageé
‘ment attitudé or philosophy seeﬁed tbtthem to be most
beneficial.tg the cgntraqtor.and the worker and would be
mosti¢0hducive to acceptance of change in work methods,

This areé.offquestioning was, of course,'closely-reléted
<bb'tﬁé bfevibus ones on psychplogical.and soclal reasons
fdr:fésiétanbe‘fo change.

Thévinterviews-with experienced workens revealed that
the mangement;approach or attitude considered to offer the
mmstﬁédvéntéges from all viewpolnts was one 1in which manage-
ment sincere1Y~v1ewed the worker in a.non-condescending way
as a human being with deep personal feelings abﬁut_his accu=
patibn,‘ambitious, and with a desire ‘to work and accepf
responsibility -- not as just a "hand" to be coerced into
working: Théré was no objection-to the "hard driving" of
soméiﬁénégeré; so long as they were«cégnizantvof ﬁbrkéfé'aé
human beings. It was also stated that the "laissez-faire"
and'"benevoient“ types of;management»(1nvest1gator'9-wprds)
do not work profita51y in the construction industry. The
arrogant authbritarian5type of'manager, théy observed, was
fading frométhe—scenexas youhger generations of managers
appear who geem,tO«be applying more "practical psychology”,
iaé.they.putﬁit, but;thiS‘was~not#t0>say»that the authoritar-

ian type did not also produce. fihe results at times. - It
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was admitted  that all workers certainly do not qualify

as having ambition, a  desire to work and to accept res-

124

ponsibility,?but it-was felt that these men,cqgldjbe§weedf 

ed out by the alert contractor:
. The worker description of the preferred management

philosophy resembles in some respects the modern "Theory

. Y" management views of McGregor (49). The modern philoso-

pﬁy of management 1is best i1llustrated by the writings of
men such as McGregorQﬁensis iikeft (50), Mason Haire (51);
- March and Simon (52), Alfred Marrow (53) and Chris Argyris
(s4). | |

" Beach (55, p. ﬂh)iih discussing this modern philbso-
phy of management says:

Advocates of the modern school hold that people
possess innate capacity for exerclsing initiative,
accepting responsibility, and making worth-while
contributions. They do not inherently dislike
“work, Work can be a meaningful, satisfying experi-
ence. Employees will actlvely strive to achieve
the goals of the organization when such behavior is
compatible with their own goals, This demands an
integration of the goals of the organization with
those of the 1ndividual. While external controls
must be available, it is felt that the best control
of employee behavior is self-control. Management
must share information and objectives with subor-
dinates. It should set up the climate in such a
'way that subordinates may participate 1n shaping
decisions affecting the business in those areas
where ‘the people possess competence,



Most of the contractors interviewed agreed in prin-
ciple with ?he opinions of workers in advocating the
modern type}of management described by Beach. Although
those interviewed did not see this quotation, the salient
points in it were discussed. It may be said that their
comprehensive feelings in relation to it would indicate
thaﬁ this iz an enlightened manner of viewing the nature
of man and his behavior. When applied to the winority
of workers, however, they felt that it was mot realistic
for there a?e some who have no initiative, who do not seek
resPQnﬁibiiityg or who ave unwilling or urnable to contri-
bute ideas for improved work methods. In spite of all the

P

éxceptions‘and criticisms that can be made of such a man-
agement philosophy, they believed that in the long~run
such an overall outlook on the part of the contractor in
handling change would result in less resistance by the
workers.

A few contractors saw little merit as far as reducing
registance to change with the application of this philo-

sophy of participation by the worker., It was stated that

most workers would not make any effort to suggest change.

or coeoperate fully in any change situation. The attitude
of these few contractors might be summed up in the words

of one, ag closely as could be recalled, who said: ‘These
| .

men are hired to do a certain job, and if they don't do

it the way 'l want and as fast as I want, they can 'hit the

road,' We'ecan't have all kinds of people standing around
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wasting time in giving suggestions and concerning them=-
selves wit@things that aren't their business at all. We
are Coddliﬁg workers too much these days.,' It might be
noted that many of these same comtractors"complained bitter-
1y about resistance to changes on the part of the worker,
From an analysis of the survey data, it appears that
the method of handling the change, which indirectly re-
flects the contractor's management philosophy, is a con-
tributing condition that increases the likelihood that

resistance to change may occur.

Summary - Contributing Conditions

From the analysis of data drawn from questiomnaires,
intefviews, and from the literature, contributing condi-
tions were found that increase the likelihood that resis-
tance to change in work methods may occur, These have
been identified and are shown in condensed form in the

next chapter under '"Conclusions',



CHAPTER IV

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS
| 'FOR FUTURE RESEARCH

in this chaﬁt?r a brief resum€ of the study is
made; @he ma jor fiﬁdings and eonclusioné delineated,
and reéomméndations made for future research in the
sub ject aréa of resistance to change in the construc-

tion contracting industry.
SUMMARY OF THE STUDY

Industry publications have indicated that there is
resistance to change in work methods and that it is one
of the management problems'of concern to the general
construction contractor. As a result of resistance pre-
sently beiﬁg experienced by contractors, plus the hesitancy
to originate or introduce further changes, desirable in-
creases in‘man~h0ur productivity are being foregone to
the detriment of the economy.

The major problem of this study was to develop a
generalizea framework to enable the construction engineer
or job supérintendent to better identify and to relate the
conditionsicontributipg to resistance to change on the

part of construction workers, With this background, the
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objective of realizing wmore benefits from potential cost-

saving changes in work methods may be more readily attained

The scope of the study was three-fold

1. To find the extent of resistance by construction
workers to changes in work methods.

2, To identify some of the contributing conditions
that increase the likelihood that resistaunce
to changes in work methods may occur,

3. To suggest ways to reduce resistance to changes

in work methods.,

}—Jq

The data for analysis and discussion in relation to

the aims of the study were obtained through a survey of

construction workers, trade union officials, and contrac~
b 3

i"h

tor management and engineering personnel im the cities o
% ) 3 el

Anchorage and Failrbanks, Alaska; and through a survey of

rhe literature on resistance to change,

=

personnel completed a questionnaire and twenty-eight of
these were also interviewed. One hundred and ten workmen

completed a questionnaire and twenty-four of them were

CONCLUS 101G

The conclusions are divided Lntu three categories in
accordance with the statements of the scope of the study.
As this study was confined to conditions in two

@

closely related cities in one State, it is not purported

> firm management or engineering
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that the findings and conclusions are universally applica-

ble.
Extent of Resistance Found

It was found from the survey information that there

ig quite often resistance to change in work methods by
the construction workers located in the geographical area
of the survey,

Most 5f the contractors who were surveyed indicated
that resistance to change in work methods is a problem of
concern to them because of its deleterious effect on
productivity.

Identification of Some Contributing Conditions
That Increase the Likelihood of Resistance

Possible reasons for worker resistance to change were
divided into five categories for analysis and discussion:
economic, personal ox psyéhological3 social, trade working
rules, and contractor handling of change.

45 a result of the analysis of the survey data, in-
cluding questionnaires, interviews, and relevant litera-
ture, the following were found o be contributing condi~
tions that increase the likelihood of resistance to change
in work methods., These conditions are listed in the same
order as in the analysis and discussion and not in order

of importance.



Economic:

a..

[

d.

Fears present trade skills will be in less
demand in the future due to changes.

Does not benefit from perceived cost savings
realized by the contractor through changes,
Does not receognize possible long term
economic benefits of changes.

Does not fear termination of employment

-~

for not accepting changes.

Personal or Psychological:

a, Dislikes change inherently.

b. Fears skills not appreciated by the
contractors.,

¢, Fears the unknown-reasons not given for
changes.

d. Does not understand need for changes.

e, Fears changes are irrevocable,

£, Feels contractors not sincere in request~
ing opinions,

g. Tears outcome of changes, based on prior
experience with changes.

h, Dislikes learning new skills because of
changes.

Social:

a, Dislikes changes suggested by superiors.

b. Sees the contractor getting 'something

for nothing' from the changes.

ot
%}
[



¢, Dislikes disruption of social relation-
ships on the job because of changes,

d,. Resents not being asked for suggestions
about changes,

e, Resents not being asked to participate
in group discussions on decisions about
changes.

£. Resents not being given opportunity to
use own ideas in his day-to-day operatioms.

4, Construction Trades Unwritten Working Rules,

5. Contractor Methods of Handling Change.

These contributing conditions were not listed in order
of importance due to their complex interrelationships and
as the influence of each may wvary greatly in any particular
change situation with respect to the geographical area,
size and experience of the firm, age and experience of
the workers, basic attitudes of the workers toward their
jobs and toward management, general and local economic
conditions, and other environmental factors. In addition,
all of these factors are not at play at the same time in
any specific change situation,

This listing of contributing conditions is not ex-
haustive in any respect, but it is felt that those shown
represent the major conditions relevant to the industry
studied and the geographical area of the survey. The
final questionnaire coverage and interview scope, which

emphasize the key contributing conditions, were determined



by pre-tests of questicnnaires and exploratory interviews
with interested, experienced people in the industry.

Almostjall of the literature cited in the.study bears
on work situations other than construction, but since the
underlying emotional reasons for resistance to change are
generally typical under almost all conditions of work,
these formal studies and statements by competent observers
ére_of inestimable value in the study of resistance to
change in the construction contracting industry,

Suggeutcd Ways of Reducing Resistance to
Change in Work Muthods

From the analysis of the survey data, contributing

conditions were found that might increase the likelihood
hat re “tauce to changes in work methods may occur,

In light of theue findings, some ways of reducing resis~
tance to change may be suggested.

It should be recognized that impressions gained from

he wide-ranging and in-depth interviews played an impor-

By

tant part in the suggesting of ways to reduce resistance
to change,

It also should be appreciated that resistance to
change is not always an undesirable reaction on the part
of the worker, as it should not be assumed that every
change made in work methods is a "good" one, for many are
not. Furthermore, it should be rémembéred that people

do not resist all changes even though there may be an



inherent tendency to do so, as some changes are wanted and
are enthusiastically received,

In this study, it has been assumed that the changes
discussed were 'good" ones, so that resistance, if any,
to a specific change considered here is not based on its
technical aspects, but rather on some broad emotional
reasons that were analyzed and discussedin this study.
This, then, places the emphasis on the human relations
agpects of resistance to change, with the focus of atten-
tion on the individuals. Therefore, in order to suggest
ways of reducing this type of resistance, it must be done
in reference to the sentiments and feelings of the employ-
ees involved and of thelr fellow workers. The behavior
kers cammot be studied productively, however, when
disassociated from the behavior of management as one
affects and is affected by the other., The attitudes of
worker toward management and management toward worker are
then of prime importance in considering suggestions for
reducing resistance to change,

With the recognition and appreciation of some of the

broad underlying reasons for resistance involving the
feelings of worker and management, the means for decreas
ing it become relatively clear. A person resists a change

basically because the change as he perceives it will some~-
how adversely affect his own personal obiectives, desires,
or needs 1n an economic, psychological, or social sense

A

as previously described, 4 change threatens the established



habit patterns of the worker and his job security, and
may upset his social relationships with his fellow workers
and with his management. It is natural for a worker to
experience fear, doubt, and suspicions that must be
recognized and allayed by management when attempting to
reduce resgistance to change in work methods,

The basic beliefs and assumptions that the contractor
holds regarding the nature of man and the behavior of
workers in the firm determine the methods and procedures
used to accomplish the company cbjectives, The analysis
of the data obtained in this'study through questionnaires,
interviews, and pertinent literature would indicate that a
particular management philosophy is most conducive to the
acceptance of change in work methodsvby workers,

| Th@'ménagem@nt philosophy indicated by the study
analysis that would bring about the more ready acceptance
of change 1s one in which the contractor exhibits a genuine
respect for the worker as an individual and not as a tool
to be manipulated as under some methods of management.,
It is a philosophy that recognizes in manager~worker rela-
tionships that the worker is a man with deep personal
feelings of doubt, fear, and suspicion. It views the
worker as one who wants to and likes to work and to accept

® o

responsibility, It recognizes that the worker gains per~-

sonal satisfaction from his job and from his work environ-

ment through participation in decisions about change.
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In addition to believing in the establishment of a
positive climate for change acceptance through the recog-
nition and adoption over a period of time of a management
philosophy appearing to promote acceptance of change, the
contractor should show by his everyday actions that he does
sincerely respect the abilities and skills of the workers,
and that he truly wants and needs their suggestions about
changes in work methods.

Decreased resistance may not be apparent immediately,
but the effects of this management attitude over an
extended period of time should be beneficial. It is
acknowledged that a manager is not able to alter his lead-
ership style readily as such facility is certainly not
natural and would have to be learned. Undoubtedly, some
contractors could never change their management philosoph~
ies for very strong emotional reasons. It is further
recognized that in spite of all positive measures taken
to promote acceptance of change, certain workers will
seldom or never willingly cooperate.

To develop an atmosphere for the more ready accept-
ance of change, management must set a good example through
its own prompt and willing acceptance of new methods,

materials, tools, and machinery. It must further set an

P>

example in its own pressing concern for cost reduction
through efficient planning, purchasing, expediting, and
supervising. This should prevent worker remarks such as:

"Why should I go all ocut on this change? Management
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doesn't seem to worry about inefficienc

les in connection

with their own duties.”

As construction pfograms in the survey area have
been curtailed in the past several years, the fear of
termination undoubtedly was of greater concern to the
worker at the time of this survey than it would have been
in a period with a more favorable outlook for new construc-
tion. Thus, this fear could greatly reduce the tendency
to resist change on the part of most workers, This, how-
ever, shodld not be considered by the contractor as a
built-in protection against resistance, for if work becomes
more plentiful this temporary deterrent may be lost, and
reliance upon this fear of termination may be detriméntal
in the long-run.

The timing of the introduction of change is important.

)
1,

Tt is suggested that a change be introduced at the outset
of the affected operation, thus excluding the need for
workers to suddenly change their work paﬁterns as would be
the case if the change were made in its course, Alsoa if
under the new method, fewer workers are required, the task
can be started with the lesser number, eliminating direct
layoffs and their attendant problems. Or, if this is not
possible, the change can be made when the surplus can be
transferred to another paré of the project or to another
company job.

Allowing workers to participate in group discussious
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with supervisors and engineers with regard to work method
changes seemed to be a very effective deterrent to resis-
tance in smaller firms where the workers are long term
employees with a comprehensive view of the company opera-
tions. This method did not appear to be very effective in
larger girms that have more employee turnover and where
there is oftentimes disinterest on the part of casual
workers.

Perhaps one of the most important steps that could
be taken to aid in promoting this acceptance atmosphere
is for those in management and engineering positions, not
directly assigned to job sites, to have more personal
contact with all the job personnel, especially with the
workers, This is not to suggest that any formal channels
of supervision are to be by-passed. Those who originate

change in the 'home office’ should get closer to the job

1

iV

and the workeré if they aré to avoid the suggesting o
changes that may not be feasible at the time, or are not to
have "'good" changes resisted because they came from a
strangef ”ﬁaymupmabové”. Close contact with workers 1f
sincerely motivated giﬁes the manager or engineer an

1

opportunity to become familiar with worker attitudes and
values, to encourage workers to offer suggestions and to
accept change, to give them a sense of belonging, and to

treat them as indiwviduals.

It should be noted that in suggesting ways to reduce
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resistance to change based principally on questionnaire
and interview data the attitudes and opinions of the
respondents and interviewees may not truly correspond with
their actual behavior in a real situation. 1In their ob-
servations of the behavior of others, it is important to
recognize that each person is reporting his own perception
of that behavior. These are weaknesses in this type of
study plan. It is felt, however, with the fi:%e point
scale used to measure willinghness to accept change, for
instance, that even if the responses had indicated less
willinghness by the respondents , the suggestions for re-
ducing change would not be materially affected as the
survey data were intended to indicate tendencies and not
intensities of feelings.

By recognizing the wvarious contributing conditions
that increase the likelihood that resistance to change
will occur, by evaltating the importance and influence of
each in relation to the particular change situation, and
then by taking action on method changes based on an analy-
gis under a philosophy of management described, the nega-
tive factors that increase the likelihood of resistance

may be mitigated,
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RECOMMENDATIONS FOR FUTURE RESEARCH

This present study may be considered exploratory,
having revealed areas of interest for more detailed
investigation. |

Further studies would probably provide insights that
are neare® to hypotheses than theories. Desfcriptive
models could be made which would better identify and relate
the independent and dependent variables and make some order
in the cataloging of independent variables.

Studies similar to this present one could be made in
other States to note the differences and similarities in
the responses. Finding preddminant common characteristics
in the observations and opinions of workers and contractors
from a number of survey areas might be useful in connec-
tion with future studies that would delve into specific
contributing conditions.

More than one worker suggested that a study be made
of resistance to change on the part of contractor manage-
ment. This is recommended as well as an in-depth study of
contractor-management philosophies.

It is felt that any studies in construction concerned
with the human relations aspects of resistance to change
anﬂ allied areas can be made fruitfully by engineers or
managers. Maneck S. Wadia (56), in writing about manage-

ment education and the behavioral sciences, had this to say:
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The area of inquiry of a behavioral science are
not, and should not become, the monopoly of the
anthropologist, the sociologist, or the psycholo-
gist. Some managers may be in a much better
position tec study their workers from a behavioral
science point of view than would a sociologist,
a_psychologist, or_an anthropologist . . . however,
[the latter groupg/ remain the '"professionals' in
the realm of the behavioral sciences. ~



A SELECTED BIBLIOGRAPHY

(1) . MContractors' Basic Managemeht Problems."
The Constructor, 1963, 21-23%,

-(?)ylbavis, Keith. Human Relations at Work, 3rd ed.
' New York: McGraw-Hill, 1967,

(3) U. S. Department of Commerce/Business and Defense
- Services Administration. Construction Review,
Vol. 14, no. 3 (1968) Washington: Government
Primting Office, -

(4) - , . "College Housing Creates Jobs for Many".
Engineering News-Record, 1965, 70.

(5) Selekman, Benjamin M. Labor Relations and Human
Relations. New York: McGraw-Hill, 1947.

(6). Jones, W, Lloyd. Human Factors as They Affect Methods
' Improvement in Construction, Technical Report No.
L5, ‘Stanford: Constructing Institute, Stanford
_ Unilversity, 1964,

(7) Parker, Henry W, Methods Improvement Technigues for
Construction and Public Works Managers, Technical
Report No, 51, Stanford: Construction Institute,
Stanford University, 1965, : S

(8) U. 8. Department of Commerce and Labor, Construction
Volume and Costs, 1915-1956 - A Statistical Supple-
~ment to Construction Review. Washington: Govern-
ment Printing Office, 1958.

(9) ’Clough, Richard H, Construction Contracting. NeW'?ork:
John Wiley and Sons, 1960.

:Bertram,_Gordon.w. and Maise1,>Sherman J. Industrial

’ 'Reiétions;gg:thé Constructien Industry, The Northern
California Experience, Berkeley: Institute of
Industrial Relations, University of Calif., 1955.

(10),

141



(11)

(12)

(13)

(14)

142
Berelson, Bernard and Stelner, Gary A. 'Human Behavior,

an Inventory of Scientific Findings. New York:
Harcourt, Brace and World, 1964,

Saltonstall, Robert. - Human Relations in Administration.
New York: McGraw-Hill, 1959,

Strauss, George and Sayles, Leonard R. Personnel: The
Human Problems of Mahagement, 2nd ed. Englewood
Cliffs: Prentice-Hall, 1967.

. "Greater Use of Pre-fabs Predicted”.
Engineering News-Record (1968), 19.

Young, Dallas M, Understanding Labor Problems.
New York: McGraw-Hill, 1959,

Judson, Arnold S. A Mapager's Guide to Making Changes.
New York: John Wiley and Sons, 1967,

Selekman, Benjamin M. "Businessmen in Power", Harvard
Busginess Review, Vol, 39, No., 5 (1961), 95-110,

Maslow, A. H., "A Theory of Human Motivation", Psycho-
logical Review, Vol, 50 (1943), 370-96.

Sutermeister, Robert A, "Toward an Integrated Concept
of Productivity". The American Behavioral
Scientist (1963), 11-12,

Tannenbaum, Robert., "When It's Time for a Change".
Leadership on the Job, Staff of Supervisory Manage-
ment ed. New York: American Management Assoc.,

1953.

Zander, Alvin. "Resistance to Change -~ Its Analysis
and Prevention". Advanced Management, 1950, 9-11,

Krick, Edward V. Methods gineering. New York:
John Wiley and Sons, 1962..

Dennis, Jamie. '"Managing Change". Personnel Adminis-
tration, Vol. 28, No, 5 (1965), 6-11,

Sartain, Aaron Quinn and Baker, Alton Wesley. The
Supervisor and His Job New York: McGraw-Hill,

1965




(32)
(34)

-~

(35)

143

Stagner, Ross and Rose, Hjalmar. Psychology of "
Union-Management Relatlons. Belmont: Wadsworth
Publishing Co., 1965,

Scott, Walter., "Cost Reduction Procedures®™. Indus-"-
trial Engineering Handbook, Harold B. Maynard, ed.,
2nd ed., New York: McGraw-Hill, 1963,

Stewart, Michael. "Resistance to Technological Change
in Industry"”, Human Organizations, Vol, 16, No, 3
(1957), 36-39. )

Roethlisberger, F.J., Management and Morale Cambridge:
Harvard University Press, 1941,

Schleh, Edward C., "Selling Technological Change as the
Company's Why of Life", Personnel , 1960, 57-66,

Lawrenée, Paul R, "How to Deal with Resistance to
Change". Harvard Business Review, Vol 32, no. 3
(1934), 49-57.

Gellerman, Saul W, Motivation and Productivity.
New York: American Mangement Assoc,, 1963,

Van Zelst, Raymond H. "Sociometrically Selected Work
Teams Increase Production". Personnel Psychology,

Vol. 5 (1952), 175-185,

Whyte, William Foote. Men at Work. Homewood: Dorsey
Press, 1961, '

Nimkoff s Meyer F. Technology and Social Change,
New York: Appleton-Century-Crafts, 1957,

Cartwright, Dorwin, "Achieving Change in People: Some
Applications of Group Dynamics Theory". Human
Relations, Vol. 4, no. 4 (1951), 381-292,

Roethlisberger, ¥. J. and Dickson, W. J,. ’Management
and the Worker. Cambridge: Harvard Unlversity
Press, 1939.

Coch, Lester and French, John R. P., Jr. "Overcoming
Resistance to Change", Human Relations, Vol, 1
(1948), 512-532, ' R i




(45)

(46)
(47)

(48)

144

Moore, Leo B. "Too Much Management Too Little*Change".
Harvard Business Review, Vol, 31, No. 1 (1956),
L"l"L"Bo :

Blauner, Robert. "Work Satisfaction and Industrial
Trends in Modern Socilety". Labor and Trade Union-
ism, Walter Galenson and Seymour Martin Lipset,

- eds. New York: John Wiley and Sons, 1960,

Haber, William. Industrial Relations in the Buildling
Industry. Cambrldge: Harvard Unilversity Press,
1930,

Mathewson, Stanley B. Restriction of Output_ Among
Unorganized Workers, New York: The Viking Press,
1031, '

Ryan, Frederick Lynne. Industrial Relations in the

‘San Francisco Bullding Trades. Norman: Unlversity
of Oklahoma Press, 1936.

Slichter, Sumner H., Union Policies and Industrial
Management. Washington, D. C.: The Brookings
Institute, 1941, :

Haber, William and Levinson, Harold M. Labor Relations
and Productivity in the Bullding Trades. ann Arbor:
Bureau of Industrial Relations, University of
Michigan, 1956,

Mandelstamm, Allan Beryle, "The Effects of Unlons on
Efficiency in the Residentlal Constructlon Industry:
A Case Study". (unpub. Dissertation, University of

Michigan, 1962),

. "Featherbedding: Fact and Fancy'.
Engineering News-Record (April 30, 1959), 82788°

. "A Successful Contractor Looks at Manage-
ment”, Roads and Streets (March, 1961), 42-43,

Tannenbaum, Robert. "The Introduction of Change in
Industrial Organizations”. General Management
Series: Number 186, Elizabeth Martinez, ed.

New York: American Management Assoc., 1957.




(49)
('56)
(51)
(52)
(53)
(54)
(55)

(56)

ISl
S
n

McGregor, Douglas. The Humah Side of Enterprise.

- New York: McGraw-Hill, 1960.

Likert, Rensis.- New Patterns of Management. New York:

McGraw-Hil1l, 1961,

Haire, Mason. Organization Theory in Industrial-

Practice. New York: John Wiley and Sons, 1962,

March, James G. and Simon, Herbert A, Organizations.
New York: John Wiley and Sons, 1958.

Marrow, Alfred J. Making Management Human. New York:

McGraw-Hill, 1957.

Argyris, Chris, Personality and Organization. .

New York: Harper and Row, 1957.

Beach, Dale S. Personnel: The Managemeht of People
At Work, New York: The MacMillan Co,, 1965.

Wadia, Maneck S, "Management Education and the

Behavioral Sciences”,
(Sept. 1961), 7-10.

Advanced Managewment.




APPENDIX A

CONSTRUCTION WORKER QUESTIONNAIRE
ON WORK: METHOD CHANGES
The following have been entered on the sample ques-~
tlonnaire form:
1. An upper number indicating the number of responses
to each’alternative answer to eaéh question.
2. A_lower number 1ndica£ing the ﬁeréen;age of respond-
ents choosing eéch alternative énéwer to each

guestilon,
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1820 West Northern Lights Blvcl_. : o ' -
Anchorage, Alaska 99503 . , » '

* DeorSir:

Your help is sought in completing a survey which is part of a research
project concerning the construction industry. This research is part of
my advanced study program at Oklahoma State University, and because
| teach at the University of Alaska and llve in Anchoroge, the survey is
belng conducfed in Alaska.

| need your views and those of your fellow construchon men on chonges
made in work methods in the construction mdusfry

The aﬂached questionnaire was developed to obtain your frank thoughts
with the least trouble to you. However, the value of the results from the
questionnaire depends upon your taking the time to select the answer to

- each question which most nearly reflects your observations. Men in unions
and contracting firms have helped me by reviewing and improving these
queshons. : : »

Since | do not want to connect any questionnaire with any mduvudual
please do not sign your name or gave any ofher identification.

Would you kmdly return the completed quesnonncure in the enclosed
stamped, addressed envel ope as promptly as you can do so conveniently.

Sincerely yours,
~ John l'l Manning

P.S . If you hove any questions regordmg this questionnaire, you may call
me at the University of Aloska Reglonal Center in Anchorage (272 1424)
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CONSTRUCTION WORKER QUESTIONNAIRE
ON WORK METHOD CHANGES

The first objective of this survey is to get yodr observations of how changes‘m work
methods are made in the construction industry. This is covered by Part I of the
queshonnalre.

The second objective is to get your feelings about certain ways of handling changes
‘in work methods that might affect your willingness to accept changes. This is covered
by Part Il of the questionnaire.

In this questionnaire, the expression "change in work methods" means any alteration
ina parhculor way of doing things, generally with the intention of reducing costs,
and making ‘the work easier and safer to perform. For example, it might include changes
in sequence of :opérations, in the layout and organization of the work, in the manner of .
handling and installing materia:s, in the makeup of work crews, or in the kind and use
of tools. These changes might apply, for instance, to the every day methods of building
concrete forms, placing concrete, laying hot-top, excavating earth, or installing pipe.

Y ou should assume that the changes in work methods considered here are not in
violation of any exushng collechve bargaining agreement between the unions and
contractors.

Please indicate your observations or feeling by making a check mark ( /) over.or
to the right of one, and only one, of the choices given below or to the right of each
question.

PART |
|. What is the principal type of construction you work on? (Check only one)
Nz .84 2l ' 5 : '
% 7636 1909 4.55 - —
Building Highways Utility Lines ' v
2. How many years of construction experience have you had?
N= 8 13 3i 26 32
% 727 11.82 : 28.18 23.64 258.09
Less than 5 dtol0 10to 15 15to 20 More than 20
3. Who proposes most of the changes made in the methods of work?
N= 3 oz 74 12 4
% 273 15.45 67.27 10.91 364

Craftsmen Foremen Supts. Engineers Executives
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- How often do changes in the methods

of work that are made by your superiors
lead to better ways of doing things?

Is doing your work in the same way
every day more to your liking than

- changing it often?

" Do you feel that the skills required to

do your work are fully appreciated by
the contractors?

Are workmen worried about their present
trade skills being in less demand by
contractors inthe future as a result of
changes in work methods?

Does it bother workmen when their work

team is split up on the job due to changes
in work methods?

Do workmen feel that the contractors are
getting something for nothing when changes
are made in work methods?

. Does it bother you when you must change

the way you have been doing something?

From your experience, do workmen
generally "go along" willingly wuth changes
made in work methods?

Do contractors ask workmen for suggestions
on changes in work methods that are being

considered?

Do contractors give workmen the reasons

~ for making work methods changes?

Do contractors change work methods on a
trial basis with the understanding that they
may go back to the old method?

Do contractors share with the workmen any
of the cost savings that result from work
method changes?

-4 | Ab%ut 2 !
Always | Often | 50-50 | Seldom | Never
0 51 44 15 0
0 4636 | 4000 | 1364 0
20 33 4 10 6
1818 | 3000| 3727 | 909 | 545
8 45 36 18 3
727 | 4091 | 3273| 1636 | 273
'3 | 20 26 a7 14
273 | 1818 | 2364 | 4273 | 1273
14 | 46 24 22 4
1273 | 4182 | 2182 | 2000 | 3.64
12 14 22 47 12
.21 .| 1308 |.2056 | 4393 121
3 40 33 25 9
273 | 36.36 | 3000 | 2273 | 818
2 15 53 36 4
1.82 | 1364 | 4818 | 3273 | 364
0 45 25 32 8
0 4091 | 2273 | 2909 | 727
/ 25 33 43 8
091 | 2273 | 3000 | 3909 | 727
0 2l 26 50 I
0 1944 | 2407 | 4630 | 1019
0 o] 3 32 75
0 0 273 | 2909 | 68.18




16.

v

Do contractors try to help workmen
understand the need for a proposed

~ change in work methods?

20.

25,

22.

Do contractors.consider the possible
effects on workmen of breaking up
work teams when a change in work
methods is made?

Do contractors tell workmen that even
though a few might lose their jobs asa
result of changes in work methods
everyone would be better off in the
long run?

. Do contractors hold group discussions

among workmen, supervisors, and
engineers enabling the workmen to
participate in making decisions abouf a
change in work methods?

Do workmen feel contractors are sincere
when they ask for opinions about pro-

posed changes in work methods?

Do contractors fhreaten workmen with

“termination" for not accepting changes :

in work methods?"

Do contractors use the workmen's skills

to the best advantage?

23.

24.

25.

Do you generally approve of the way
contractors go about making changes in
work methods?

Do workmen have the opportunity to use
their own ideas in the day-to-day work
methods?

If éhanges in work methods would not

help you in your work, do you wnlhngly
“go along" wufh the changes?

3 .

5 4 About 2 |
Always | Often { 50-50 | Seldom | Never
0 23.| 25 44 18
0 2091 | 2273 | 4000 | 1636
/ 29 32 42 6
09/ | 2636 | 2909 | 38.8 |5.45
I 4 | 2 46 57
09/ | 364 | 182 | 4182 | 5182
o | 1 3 55 51
0 | 091 | 273 | 5000 | 4636
7 30 | 43 | 15 5
642 | 3578 | 3945 | 1376 | 4.59
18 55 13 16 7
1651 | 5046 | 1193 | 1468 | 642
5 35 54 12 3
459 {321 | 4954 o1 | 275
I 26 6/ 19 3
091 | 2364 | 5545 | 1727 | 273
0 62 33 12 3
0 56.36 | 3000 | 1091 |2.73
4 15 49 | 35 7
364 | 1364 | 44.55| 3182 | 6.36




26.

27.

28.

29,

30.

3l.

32.

33.

34.

PART Il

If wqurhen are asked for suggésﬁons
on changes in work methods, are they
more willing to accept a change?

If workmen are given reasons for
changes in work methods, are they
more willing to accept a change?

If workmen know that the change is
made on a frial basis only, are they
more willing to accept a change?

If workmen know that they will get a
bonus when cost-reducing changes are
made, are they more williag to accept

- the change?

If workmen understand the need for
the change in work methods, are they
more willing to accept the change?

If work teams are not to be broken up
when a change is made, are workmen
more willing to accept a change?

If workmen are told that even though a
few will lose their jobs now, but in the
long run everyone will be better off,
are they more wnllmg to accept the
change?

If workmen are asked, when it might

be practical to do so, to join in a group
discussion with other workmen, foremen
and engineers in making decisions
about change, are they more wxlllng to
accept a change?

If workmen ‘feel that contractors sincerely
want their opinions about proposed work
changes, are they more willing to accept
a change?

i51

5 49 3 2 [
About |
Always | Often | 50-50 | Seldom | Never
24 57 21 7 |
2182 | 51.82 | 1909 | 636 | 091
23 63 7 | 6 /
2091 | 5727 | 1545 | 545 | 0.9/
17 46 33 13 !
1545 | 41.82 | 3000| 11.82 | 0.91
33 50 18 7 0
3056 | 46.30| 1667 | 648 0
19 57 29 9 !
1727 | 51.82 | 21.82 | 818 | 0.91
7 6! 24 7z |
1545 | 5545 | 2182 | 636 | 0.9
2 10 32 52 14
1.82 | 909 | 2909 | 4727 | 1273
\

9 33 3 31 6
8.18 | 3000|2818 | 28.18 | 545
27 57 19 6 !
2455 | 5182 | 17.27 | 545 | 091
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37.

38,

If.workmen know from experience

that most changes made in work methods
turn out for the best, are they more
willing to accept a new change?

if workmen know fhat they might be

. "terminated" if they don't accept a
‘change, are they more willing to
“accept a change? '

If workmen know that the idea fora
change is that of a fellow craftsman,
and not that of a superior, are they .

“more willing to accept a change?

If workmen don't have to learn new
trade skills because of a change in

* work methods, are they more willing

- 39.

" 40.

to accept a change?

if workmen know that supér'vi sors

‘have a high regard for the skills re-

quired in their work, are they more
willing to accept a change?

Kindly write here any.comments you

wish to make on the subject of changes

in work methods in the construction
industry .

15

5 r 3 2 ]
_ | About
Always | Often | 50-50 |Seldom | Never
23 | 60 19 7 !
20.91 | 5455 | 17227 | 6.36 | 091
29 | 48 23 | 9 | 1
26.36 | 43.64| 2091 | 818 | 0.9
0 | 34| 56 s | 3
091 |3091 | 509 | 1455 | 273
4 30| 54 | 19 | 3
364 | 2727 ) 4909 | 1727 | 273
21 61 21 6 ¢]
1927 | 5596 | 1927 | 5.50 0
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WRITTEN RESPONDENT COMMENTS MADE ON
CONSTRUCTION WORKER QUESTIONNAIRE

If a workman has been taught to be a true craftsman
who takes pride in the appearance and workability of
the finished product, he will tend to accept any change
which will accomplish these ends,

It is felt that instilling pride of craftsmanship in
workmen 1s sadly neglected during the present era.

Not all students can be academic whlzzes, some could
be innovating craftsmen 1f properly taught very early
in school, then instructed in tools and methods during
apprenticeship. :

If have found that most Jjourneyman craftsmen are ready
to use any new method that will make their work easier,
faster and more efficlent., Very few wish to hold o
to o0ld or obsolete methods of work. :

I feel that when the individual's curiosity is aroused
about a certain Jjob, he is willing to experiment and
try new methods and new materials,

Providing the individual is given the understanding and
feeling that by working with new things and ideas he
will better himself and his trade,

Many changes should be started through the unions.

Everybody should know you have to make the boss money
to stay on the Jjob. ‘

Quite a few changes in methods for daily routine work
do come from the craftsman himself,

Sometimes they come from . past-experience and sometimes
it is the workman's own ingenuity. All these changes
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do make the particular Job more efficient and do result
in cost savings. Changes that will affect the entire
Jjob are usually made 1n the office before the work has
begun on the project,

T. Contracors should consult more often with their workers,
Suggestion boxes are no good,

8. More safety for the workman.
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MEANS AND STANDARD DEVIATIONS FOR EACH QUESTION:
CONSTRUCTION WORKER QUESTIONNAIRE |

Question Mean Std. Dev. Question Mean Std. Dev,
1, eoman easce- 21, 2,560 1,126
2, mmmme emoees 22, 2,248 0,818
2, mmmem e 23, 2,027 0,748
Y, 2,227 0,705 24, 2,400 0,792
5. 464 1,064 25, 2,764 0,898
6. 3.336 0,931 26, .87 0,858
7. 2.555 1,019 27. 2,918 0,814
8., 2,400 1,060 28, 2,591 0,922
9. 2.692 1,177 29. 3,009 0,859

10, 2,027 1,018 30, 2,764 0,867
11, 2.773 0.797 1, 3,782 0,817
12, 2,972 1,000 32, ~2,400 0.890
13, 2,709 0,932 23, 2,073 1,064
14, 2,528 0,922 2, 3,936 0,849
15, . 1.345 0,532 35, 2,882 0,843
16, 2,487 1,002 26, 2,864 0,933
17, 2,791 0,920 37, 2,127 0,768
18, 1,600 0,780 38, 2,118 0,832
19, 1,582 0,596 29, 3,800 0.774
20, 0,937

2,257



APPENDIX B

CONTRACTOR QUESTIONNAIRE ON
WORK METHOD CHANGES

The following have been entered on the sample ques-

tionnéire form:

1, The upper number indicating the number of
responses to each alternative answer to each
question,

2, A lower number 1ndica@ingithe'percehtage of
‘respondents choosing each alternative answer

to each gquestion.

136



1820 West Northe‘rn Lights Blvd. -
Anchorage, Alaska 99503

" Dear Sir: .

Your help is sought in completing a survey which is part of a reseorch pr0|ect
concerning the construction industry. This research is part of my advanced
study program at Oklahoma State University, and because | teach at the
University of Alaska and live in Anchorage, the survey is bemg conducted

in Alosko .

| need your views and those of other contractors on the handling of chonges
in work methods in the constructlon industry .

The attached questionnaire was developed to obtain your frank thoughts with
the least trouble to you. However, the value of the results from the ques-
tionnaire depends upon your taking the time to select the answer to each
question which most nearly reflects your observations. Men in contracting -
firms have helped me by reviewing and |mproving these questions. '

Smce | do not want to connect any questlonnmre with any individual, please
do not slgn your name or gwe any other |dent|f' cotlon

~ ‘Would you klndly return the completed questlonnmre in the enclosed stomped
-addressed envelope as promptly as you can do so conveniently.

S>lncere|y yours,
John H. Manning _

P.S. Tlt yo\j hove any questions regarding this questionnaire, you may call me
at the University of Alaska Regional Center in Anchorage (272-1424).



CONTRACTOR QUESTIONNAIRE ON “ORK HETHOD CHANGES

- The first objective of this survey is to get your observations of how
changes in work methods are made in the comstruction industry. This is
covered in Part I of the questionnaire. The second objective is to get your -
feelings about certain ways of handling changes in work methods that might
affect the worker's willingness to accept changes. This is covered in
' Part II of the questionnaire.

In the questionnaire, the expression "change in work methods'" means
any alteration in a particular way of doing things, generally with the
intention of reducing costs, and making the work easier and safer to perform.
For example, it might include changes in the sequence of operations, in_
the layout and organization of the work, in the manner of handling and
installing materials, in the makeup of work crews, or in the kind and use
of tools. These.changes might apply, for instance to the everyday methods
of building concrete forms, placing concrete, laying hot-top, excavating
earth, or installing pipe. Not considered are major technological changes
that may be industry-wide in scope and that often lead to severe economic
and social problems. You should assume that the changes in work methods
considered here are not in violation of any existing collective bargaining
agreements between the unions and the contractors :

'"Resistance to change'" as used here is defined as an unwillingness
to fully accept or co-operate in a change. It may be evidenced by a re-
duction in output, a decline in the quality of the work, an increase in
complaints and grievances, and in many other changes in worker behavior

Please indicate your observation or feelings by making a check mark
(\’3 over or to the right of one, and only one, of the choices given below
or to the right of each question.

PART I
1. What is your principal position in the organization? (Check only one)
N= 6 15 I 32
% 8.82 588 ~22.06 16.18 4706
Job Super. General Super. Engineer Executlve Owner

2, What is the principal type of construction your company is involved in?

N= 5] - 13 4 ‘

% 7500 19.12 588 -— -

Building Highway - Utility Lines

3. What is the approximate annual value of construction work completed by
your firm in the millions of dollars?

N= 8 _ " 15 13 9 23

% 11.76 C A 2206 19.12 : 13.24 2382

0.5 or under . 0.5 to 1.0 1.0 to 1.5 1,5 to 2.0 More than 2,0

4., Who suggests most of the changes that are made in the methods of work?”

N= -3 S 5 41 5 i ' 13

%__4. 48 ¢ 746 61.19 7.46 1940

Craftsmen ; Foremen Supts. : Engineers Executives



10.

11.

12,

13.

14.

15.

5 4 3 2 ]
- {About
JAlways {0ften [50-50 |Seldom [Never
Do contréctors consider resistance 29 ] 16 15 4
by workmen to changes in work methods 3582 | 1692 | 23.88| 2239 | 1.99
a factor to be concerned about?

Do contractors ask workmen for sugges- 2 35 4 7 , 0
tions on changes in work methods that 294 | 5147 | 2059 2500} 0O
are being considered?

‘ . ' . 7 29 15 17 (o)
.. Do contractors give workmen the reasons | 1029 | 42651 2206| 2500 0
for making work methods changes?
Do contractors change fnethods on a trial] 2 26 '8 21 !
basis with workmen understanding that 2.94 | 382412647 | 3088 | 147
~ the changes are not irrevocable?
Dé contractors share with workmén any - 0 5 4 | 27 32
of the cost savings that result from 00 735 | 5.88 | 39.71 | 4706
changes in work methods? '
S ' | 6 |2z | 8| 17 | o0
Do contractors try to help workmen
understand the need for a proposed 882 397! )26.47) 2500 | O
change in work methods?

Do conttactoré consider the possible 9 28 6 i 4
effects on workmen of breaking up 13.24 | 4118 | 2353 | 16.18 | 588
work teams when a change in work
methods 1is made? , ~
Do contractors tell workmen that 4 3 4 55 | 30
even though a few might lose their ' -
jobs as a result of changes in work 606 | 455 | 606 | 3788 | 4545
methods everyone would be better off
in the long run?

Do contractors hold group discussions | 8 " 36 2
among workmen, supervisors, and oy

engineers, enabling workmen to par- 147 1176 | 1618 | 52.94 ’765
ticipate in making decisions about

‘a change. in work methods?

Do contractors feel that workmen 4 28 10 24 2
can contribute significantly to 588 (4118 |14.71.|1 3529 | 2.94
discussions on changes in work

methods?

Do contractors hold an implied threat I 14 8 19 16

-of "termination' over the heads of 16.18 | 2059 11.76 | 27.94 12353 |
workmen for not accepting a change? ’

159




16,

17.

18,

19.

20.

121,

22.

230-

24.
.25,

26l

Do contractors feel that workmen
consider that they (the contractors)
are getting "something for nothing"

when a change is made in work methods?

' Do éonétruction workmen resist changeé
. made in the work methods?

Do contractors feel that they are
using the skills of the workmen to

. the best advantage, considering

limitations in negotiated agree-
ments, etc.?

Do contractors feel tlat the re-

‘sponsibility to make decisions about
- changes in work methods is theirs

alpne‘and not that of the workmen?

Do contractors feel that workmen try

' to improve work methods?

Do contractors give workmeh the
opportunity to use their own ideas
in the day-to-day work methods?

Do contractoxs feel that the exist-
ence of “'unwritten" working rules
inhibits them from introducing
changes in work methods?

PART 1I

If worlkmen are asked for suggestions

. on changes in work methods, are they

more willing to accept a change?

1f wbrkmen are given reasons for
changes in work methods, are they
more willing to accept a change?

I1f workmen know that the change

is being made on a trial basis only,
are they more willing to accept

a change? :

1f workmen know that they ﬁill,set
a bonus when cost-reducing changes
are made, are they more willing

. to accept a change?

160
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ST el 2
|Always |Often |50-50 |Seldom |Never
| 4 | &3] 7| 20 | 3
597 | 3433|2537 2985 | 448
3 |22 | 20 | u i
19.40 | 328412985 | 16.92 | 1.49
6 3221 24| 5 | o
| 896 | 4776 | 35.82| 7.46 o
32 22 8 3 2
4776 | 32841194 ] 448 | 299
0 20 22 24 /
o 298513284] 3582 | 1.49
6 36 5 10 o
896 537312239} 14.93 o
3 149 19 20 10
4,55 | 2121 | 2879} 30.30 |15.15
.15 33 i 6 0
2308 | 5077 {1692 | 9.23 o
10 35 15 6 o
I15:15 | 5303|2273 9.09 o
49 24 27 9 !
615 1369214154}13.85 | 1.54
19 | 28 | 5 | 3 2
3333 | 49.12| 877 | 5.26 | 3.51




27.

28,

29.

30.

31.

32.

33.7

1f workhen uhderstand the need for .

the change in work methods, are
they more willing to accept a
change?

I1f work teams are not to be broken .
"up when. a change 1s made, are

workimen:more willing to accept a
change?:

If workmen are told that even
though a few will lose their
jobs now, but in the long run
everyone will be better off, are
they more willing to accept a
change?

If workmen are asked, when it
might be practical to do so, to
join in a group discussion with
other workmen, foremen, and engi-
neers in making decisions about
changes, are they more willing

to accept a change?

If workmen know that they might
be "terminated" if they don't
accept a change, are they more
willing to accept a change?

If workmen know that the 1dea

“for change is that of a fellow
- workman and not that of a superior,

are they more willing to accept
a‘ change?

161

5 r’} 3 3 ]
‘ _ About
télways Cften]50-50] Seldom|Never
o | 40|l 3] 3 |o
15.15 | 60.61] 19.70]| 4.55 o
K 38 16 | 7 0
6.15 | 5846|2462} 1077 | ©
0 5 16 30 12
0 794 | 2540} 4762 |1905 |
8 22 20 | 14 0
1250 |34.38|3125] 2188 | ©
14 22 15 10 4
2154 |3385 | 2308| 1538 615
2 |2zl 22| 14t} o0
3.08 | 4154 |3385| 2154 | O

Kindly write here any comments you wish to make on the subject of
resistance by workmen to changes in work methods.
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WRITTEN RESPONDENT COMMENTS MADE ON
CONTRACTOR  QUESTIONNAIRE

I think there's a basic difference in attitude between
the equipment operators who are accustomed to new pro-
cedures due to new equipment and the greater variety

of construction problems and the building craftsmen,

some of whom I understand are quite resistant to chang-
ing methods or materials. I understand from some old
timers that there has heen quite a bit of "Balkanization™
of the bullding trades into more limited specialities in
the, say last twenty or thirty years, and this may be a
factor worth investigating. ‘ ”

You might be interested in Bob Byrnes! editorial in a
recent Western Construction (I think it was April) in
which he makes the point that there 1s a very limited
communication to the workers on a construction job, _
This editorial pretty well summarizes my observatilons
in the heavy construction business., In other words,
there is so little communication that it is unusual
for the workers to have any 1idea of the overall sched-
ule, or plan of operation -- much less to be consulted
about work methods.

Substitute robots for men!

It seems to be the nature of humans to re ject any change,
unless they themselves have thought of it or had a part

“in it, thereby Jjustifying their deviation from their well

defined ‘procedure.

"~ Most workmen who are not long-standling employees, and

these are the majority, do not wish to do anything to
speed up their job and therefore try to avold changes
for the better., I do not say this with a chip on my
shoulder, but disinterestedly.



Our operation 1s not applicable regarding Part II,
as we're involved wilth primarily an operator-machine
combination rather than a labor force as such.

Employees do not offer resistance when changes are

- requested. Beilng journeymen they know we have to

make a profit to stay 1n buslness to provide them
employment,

We find most men willing to work hard but majority
of trades have few skilled craftsmen.

Also, since our average age workman is probably 50
years old, they ttnd to be very set 1in thelr ways
and many are hard to teach new methods, etc.

In my 16 years of contracting, I feel the biggest
contributing factor against better work methods is
the labor unions. This is an indirect influence ~--
the union believes every worker to be equal and that
they should be paid according to needs, not deeds.
If T reward a man for Jjob incentive, this 1s usually
reported back to the business agent or the applicable
unlon and this man is let known that he owes hils job
to the union and not to the contractor. I have a
close working relationship with most of my employees
and I have experienced instances when actions the
men were forced to agree with (by the union) went
against every principle they ever had. The business
agent is a little "Tin God", believe me, and he has
numerous methods of reprisal. In other words, in-
centive is killed by the unions and the first men,
sent out on a Job are usually satraps of the B.A. or
money passed hands; -ability had nothing to do with
it. S ‘ o

There 1s too little communication with the worker.
He could suggest many more changes and would be
more receptive to changes 1f he felt he were being
consulted,

My limited observations Indicate a business-working-
man "communications gap" that inherently hinders changes
unless the contractor has a very good working relation-
ship with hls workmen.



10,

11,

12.

14,

Vertical communication is obviously an important
facet of the success of ‘a particular project or -
organization. ' The employee-employer relationship
In construction is-not necessarily comparable to
any other 1industry, particularly in Alaska because
of "1ts seasonal nature and the fact that workmen
are hired for a project and not an indefinite
period of time. ’

Reference #9 and #26: Under the present union-
management agreements the contractor is discourag-
ed from any kind of an incentive program that
would benefit an individual workman and not all
the workwmen.

a) A change in work methods resulting in fewer
workmen should only be made in such a way that no

one loses his place or employment on a given project.
Put the displaced workers to work in another phase

of the project, even if it means to speed up the
whole project.

b) The best time for a change in methods is at the
beginning of a work phase., Thls leaves the men
without a comparison with the past.

Many men now don't care one way or the other. All

they care is to put in a day and receive their pay.

A few older workers of a craft are more reserved
about changes, these workers all 55 years of age
or older, most generally.

Many workers are willing to do a change if it wmeans
less physical labor and makes the job easier.,

Under the tight union working conditions most employ-
ees are interested in producing as little as possible,

1) Resistance more evident in older workmen,

2) It seems to me that wmany of your questions are not
applicable to construction as they might be, for
example, in magufacturing industry. Especially in
Alaska construction, due to seasonal turnover 1n
personnel, -



15,

16,

17,

18,

19.

20,

165

We have not encountered any substantial resistance
to change in methods. In matters involving union -
Jurisdiction we have found 1little resistance if the
prescribed procedure for settlement of Jurisdiction-
al disputes is followed.

Regarding Item #9: This is difficult to answer be-
cause often any saving in cost due to a change in
work methods 1s more than eaten up by a periodic
wage increase -~ therefore, there is nothing to
share, Only if there 1s a net increase of producti-
vity per way dollar spent will there be any savings
generated, |

Discussion about work changes are usually only held
with supervisors. Changes are often hard to enforce
either because of existing union agreements or tradi-
tional working rules, However, competition will wmore
often force work changes than any other reason,

Any time anything is discussed with the workmen (i.e.,
during working hours) they are on the payroll and will

~expect pay. Before or after working hours, the work-
~men will not take the time to discuss anything and

therefore are not interested in the owners' problems
nor in changes. .

I find that the better a man is, the less worried he
is about his job and future jobs. As a result the
better men are very willing to accept changes that
will make their work either faster or better. There
are always a few men, especially older men, who will
resist any change. The sad part of the construction
industry 1s the fact that as men grow older, their
skill does not always 1lncrease enough to compensate
for age and the problems it brings.

In general, I feel that 90% of the workers on most
construction jobs really want to do a good job. There
is, unfortunately, a large percentage - size of which

T do not know - that are mentally incapable of perform-
ing as well as they would 1like.

"I have tried methods different from standard operating

procedures on jobs where the crew was under my direct
control and had nothing but their fullest cooperation
when making these changes,



Because workers tend to go from job to job, they

probably encounter large variations in operating

procedures. I think this tends to condition them
so they are not resistive to changes proposed in

methods by any one company.

166
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1820 West Northern Light Blvd.
Anchorage, Alaska 99503

Dear Sir:

A few weeks ago I sent your firm a questlionnaire form on the
handling of changes in work methods in the construction
industry. Have you returned yours?

If you have not done so, I would greatly appreclate it if
you would f£ill 1t out and return it to me as soon as possi-
ble in the stamped, addressed envelope that was enclosed.
It should take only a few mlnutes, :

To insure the validity of the survey, it is necessary to
have a high return, Therefore, I very much need your help
as I am anxious to complete the tezbulation so the research
study can be completed,

Thank you very much,

Sincerely yours,

John H, Manning
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MEANS AND STANDARD DEVIATION FOR EACH QUESTION:

CONTRACTOR QUESTIONNAIRE

Question Mean Std. Dev, Question Mean Std. Dev,
1, e mm——— 16, 2,075 1,034
2,  mmeme oeeee 17. 3.522 1,035
3,  emese  seee- 18, R.,582 0,762
B,  cacan e 19, 4,179 1,014
5. 2,627 1.229 20, 2,910 0,848
6. 2,324 0,888 21, 3.567 0.857
7. 2,382 0.978 22, 2,697 1,109
8. 2,103 0,933 ez, 3.877 0.875
9. 1,735 0,874 ok, 3,742 0,829

10, 3,324 0,953 25, 3.323 0,850
11, 3.397 1.095 26, h,035 0,981
12, 1,879 1,117 27, 3,864 0,721
13, 2,265 0,940 28. 3.600 0,766
14, 3,118 1,058 29, 2,222 0,851
15, 2,779  1.434 30. R,375 0,968

-31. 3.492 1,174

32, 3,262 0,834
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Maine; from 1950 to 1952 was project manager for
J. H. Pomeroy & Co., Inc., General Contractors



and Engineers, San Francisco, California; period
1953-1962 was president of J. H. Manning Corpora=-
tion, General Contpractors and Engineers; from 1962
to date served successively as lecturer, assistant -
professor, and associate professor of Engineering
Management in the Graduate School of the Univer-.
slty of Alaska, as well as operating a private
consulting engineering business,

Professlonal socleties and licenses: Member of the
American Accountling Assoclation, Amerilcan
Society of Civil Engineers, American Society for
Engineering Education, National Society of Pro-
fessional Engineers, Seismological Society of
America, and the Soclety of American Military
Engineers; hold a professional engineer license
in both the Commonwealth of Massachusetts and
the State of Alaska; am a licensed real estate
broker, lnactive,; 1In the State of Alaska,

Professional publications: Co-Author of technlcal
publication of the U, S, Coast and Geodetle
Survey, Washington, D. C., on the Alaska
Earthquake of 1964,



