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ABSTRACT 

This thesis is about the Human Factor Problem ( H F P ) ,  

that is, the need to manaqe/control/coordinate people, and 

to incorporate them efficiently into particular settings 

and environments provided by specific systems and models of 

social and economic organization. Here the HFP is examined 

in relation to the area oE work and more specifically, the 

case of the automobile industry (AI). The HFP, in its 

present form, c d n  be identified throuqh some current issues 

a d  debates regarding recent developments in the systern of 

o r g a n i z a t i o n  of work .  In other words, the attempt of post-  

Fordist management to solve the HFP has generated' 

discussion among scholars regarding the socio-econornic 

implications of this attempt, in relation to workers, firms 

and to society as a whole. These issues and debates refer 

to workers' skills, democratization of the workplace and 

empowerment of the workers, union-management relationship, 

workplace surveillance, productivity and job satisfaction. 

Data, drawn £rom various case studies on the ?I and from 

relevant government reports and statistics, conclude that 

the successful attempt for resolution of the HFP is 

dependent upon various contingency factors, such as 

workers' interpretation of the post-Fordist system, wages, 

the degree of union involvement in the shop floor, the 



degree of intensity of the tasks, the degree of autonomy 

that workers experience, regional characteristics and other 

particularities. 
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This t h e s i s  is about the management of the human 

factor in the context of the new technology in the 

manufacturing sector. In particular 1 want to assess the 

claims of post-Fordisrn, 

We view manufacturing industries as forma1 economic 

organizztions (orqanized in a specific way, with certain 

objectives), and product of t h e  industrial revolution and 

of the capitalist mode of production. T h e i r  ultimate 

organizational goal is to increase rheir profits and tu 

maintain their existence. Technology is a very important 

factor in the o p e r a t i o n  of rnanufacturing industries, and 

since the foundütions of capitalism technology has played a 

significant role in the transformation and evolutlon of 

rnanufacturing. Technology, for manufacturing industries, is 

a t o o l  that h e l p s  t h e m  achieve their goals. This is the 

context in which technoloqy is viewed by t h i s  kind of 

economic organization. 

Traditionally, a major problern of the manufacturing 

industries was and remains what we will be r e f e r r i n g  to as 

the Human Factor ~ r o b i e m  (HFP) . Bow can industrial fims 

manage/coordinate/control the human factor, that is to Say, 

t h e  workers, and integrate them Fnto the production p r o c e s s  



i n  such  a  way t h a t  t echnology  w i l l  a ch i eve  t h e  d e s i r a b l e  

r e s u l t s .  However, t h e  HFF does  n o t  o n l y  r e f e r  t o  t h e  

o r g a n i z a t i o n  o f  work i n  manufactur ing i n d u s t r i e s ,  b u t  it 

r a t h e r  r e f e r s  t o  t h e  t o t a l i t y  o f  s o c i a l  and economic l i f e .  

I t  is  a  g e n e r a l  problem of s o c i a l  and economic o r g a n i z a t i o n  

o f  a l 1  k inds  o f  s o c i e t i e s  throughout  h i s t o r y .  

A f t e r  t h e  i n d u s t r i a l  r e v o l u t i o n  and t h e  r ise of  

c a p i t a l i s m ,  t h e  HFP a p p e a r s  more i n t e n s e  and more complex. 

Thus, w e  w i l l  p rov ide  a s o c i o - h i s t o r i c a l  a n a l y s i s  of t h e  

development and e v o l u t i o n  of  manufactur ing i n d u s t r i e s ,  

w i t h i n  t h e  above c o n t e x t ,  d a t i n g  back t o  t h e  i n d u s t r i a l  

r e v o l u t i o n ,  We can  s e e  what s t r a t e q i e s  i n d u s t r i e s ' a p p l i e d  

i n  o r d e r  t o  s o l v e  t h e  problern of managing humans. I n  o t h e r  

words, w e  wish t o  f i n d  o u t  how t h e s e  i n d u s t r i e s  managed 

workers i n  o r d e r  t o  make t h e  b e s t  o u t  o f  technology.  For 

example, i n  t h e  d i f f e r e n t  phases  of t h e  c a p i t a l i s t  mode of 

p roduc t ion ,  what methods of c o n t r o l  were used t o  manage 

i n d u s t r i a l  workers?  How d i d  w e  proceed from Tay lo r ' s  

" s c i e n t i f i c  management" t o  p o s t - F o r d i s t  management 

t e chn iques?  

Our a n a l y s i s  w i l l  b e  informed by t h e  d i s c u s s i o n  about  

t h e  s o - c a l l e d  major  s o c i o t e c h n i c a l  " r evo lu t ions"  caused  by 

t h e  e x p l o s i o n  i n  t h e  development o f  new in fo rma t ion  

t e c h n o l o g i e s  and t h u s ,  w e  will d i s c u s s  t h e  t r a n s i t i o n s  t o  



different, more technologically advanced, industrial 

production paradiqms. We will see how new sophisticated 

technology, together with the general "humanization" of 

management, has changed the processes and strategies of 

integrating and controllinq workers into the production 

process. 

Therefore, with the coming of post-Fordism, alongside 

the information technology revolution, we are experiencing 

the realignment of hman management- Post-Fordism appears 

to have a solution to the problem posed by the human 

factor. More specifically, che post-Fordist proyram 

promises to address issues such as skilling/de-skilling; 

productivity, workplace democratization, surveillance/ 

privacy, workers' satisfaction and rnanaqement/union 

relations. The post-Fordist paradigrn claims to produce 

positive outcomes regarding the above issues. In other 

words, the introduction of new technology and new 

management techniques appears to contribute to the 

upskilling of workers, increases in productivity, the 

democratization of the workplace through the introduction 

of new organizational models of production process (team- 

work, self-management etc.), an increase in job 

satisfaction, protection of the worker's privacy and the 

encouragement of cooperation with unions. Al1 these claims 



appear very appealing to both corporations and workers. If 

we consider these claims together with the actual practices 

that manufacturing industries follow, such as re-training 

of the workers, transfer of workers to different positions, 

introduction of team-work, re-organization of production 

process etc., we will be able to evaluate the attempts 

being made to solve the HEP, as well as the different level 

at which management is now exercised, Therefore, the 

assessment of the attempt of post-Fordist manâgement CO 

solve the HEP can be achieved through close examination of 

the current issues and debates that rise from that attempt. 

The investigation of the issues above can give an answer to 

whether or not post-Fordist management is successful, and 

also point to the implications resulting from management's 

attempt to solve the HFP for workers, firms and for society 

as a whole. 

Despite the vision of total automation, industrial 

manufacturing activities "have to" include humans. This 

fact calls for their more efficient integration and control 

within the framework of the whole production process. 

Unlike technology, which is relatively controllable, the 

human factor is seen as needing special treatment in order 

to becorne amenable to control. In this sense, we may argue 

that manufacturing industries require a particular type of 



worker, with s p e c i f i c  c h a r a c t e r i s t t c s  and q u a l i t i e s ,  which 

management s t r a t e g i e s  t r y  t o  c r e a t e .  Th i s  type of  r e q u i r e d  

worker seems t o  change whi le  t h e  p r o d u c t i o n  paradigms and 

t h e  management s t r a t e g i e s  a l s o  change throughout  h i s t o r y ,  

b u t  t h e  a c t u a l  g o a l  remains t h e  same: t o  f i n d  ways for t h e  

most e f f i c i e n t  i n t e g r a t i o n  of  t h e  worker i n  accordance with 

t h e  l e v e l s  of technology t h a t  c h a r a c t e r i z e  t h e  va r ious  

i n d u s t r i a l  p roduc t ion  systerns. 

A basic element of t h e  no t ion  of management is t h a t  of 

power. Power, however, has t o  be e x e r c i s e d  i n  a  way t h a t  i s  

l e g i t i m a t e ,  t h a t  is CO Say, t o  a c h i e v e  desirable levels o f  

a u t h o r i t y .  The whole d i s c o u r s e  t h a t  has been developed 

about  t h e  new methods o f  management (empowerment o f  t h e  

workers,  more autonomy, end of b o r i n g  and r e p e t i t i v e  t a s k s ,  

e t c . ) ,  that is t o  Say, t h e  whole p o s t - F o r d i s t  program a s  i t  

is  presented above, p rovides  such a promise f o r  

Legi t imat ion .  O f  course, w e  must n o t  i g n o r e  the 

c o n t r i b u t i o n  of  t h e  union movernents i n  the  i n d u s t r i a l  

t r a n s f o r m a t i o n  and t h e  humanization o f  management. 

T h i s  t h e s i s  w i l l  examine how manufac tur ing  i n d u s t r i e s ,  

i n  l i g h t  of t h e  t e c h n o l o g i c a l  development and  t h e  coming of 

post-E'ordism, have t r i e d  t o  solve  t h e  problem o f  managing 

t h e  human f a c t o r  and t r a n s f o m i n g  it i n t o  p r o f i t a b l e  human 

capital f o r  t h e  c o r p o r a t i o n .  1s management s u c c e s s f u l 7  



Whether it i s  o r  no t ,  t h e  s u r e  t h i n g  is  t h a t  p o s t - F o r d i s t  

practices moved t h e  t a s k  o f  managing workers a t  a 

d i f f e r e n t ,  more i n d i r e c t  ( n o n - a u t h o r i t a r i a n }  level .  We w i l l  

c o n s i d e r ,  i n  p a r t i c u l a r ,  t h e  c a s e  of t h e  auto i n d u s t r y  

(AI) 

For t h e  purposes of  this r e s e a r c h  p r o j e c t  we w i l l  draw 

v a r i o u s  examples from t h e  Canadian case and from o t h e r  

developed wes te rn  c o u n t r i e s .  

Our d a t a  will be  based on secondary s o u r c e s  and 

a l ready e x i s t i n g  d a t a ,  such a s  case studies, government 

r e p o r t s  and s t a L i s t i c a l  measures trom v a r i o u s  c o u n t r i e s ,  

most ly  Erom North h e r i c a  and Europe. 

T h i s  t h e s i s  c o n s i s t s  o f  t h r e e  major and one conc lud ing  

c h a p t e r s .  The f irst  c h a p t e r  d e a l s  wi th  the n a t u r e  of  

technology and i t s  r e l a t i o n  t o  s o c i e t y  and work. Tt a l s o  

i n c l u d e s  a h i s t o r i c a l  r e f e r e n c e  t o  t h e  development and 

e v o l u t i o n  of  t h e  management t e chn iques  from the e a r l y  

f a c t o r y  system t o  t h e  p r e s e n t  pos t -Fo rd i s t  methods. Also,  

w e  provide a  s o r t  of i d e a l  t y p e  of t h e  pos t -Eord i s t  system 

a s  v a r i o u s  s c h o l a r s  have i d e n t i f i e d  it.  I n  the second 

chapter we becorne more s p e c i f i c  and t r y  t o  shape what we 

cal1 HFP and view it a t  t h e  leve l  of work and t h e n  a t  t h e  

level o f  s o c i e t y .  We do t h i s  by examining t h e  var ious  

i s s u e s  and debates t h a t  a r i s e  from t h e  a t t e m p t  t o  resolve 



t h e  HEP. I n  t h e  t h i r d  c h a p t e r  w e  examine t h e  c a s e  of t h e  

A I .  I n  t h e  f i r s t  p a r t  o f  t h e  c h a p t e r  w e  p rov ide  a  soc io -  

h i s t o r i c a l  p r o f i l e  o f  t h e  g l o b a l  A I  and w e  a l s o  r e f e r  t o  

t h e  r e p r e s e n t a t i v e n e s s  o f  t h e  A I  a s  a  mode1 s u b j e c t  m a t t e r  

i n  o r d e r  t o  s tudy  i s s u e s  on work o r g a n i z a t i o n .  I n  t h e  

second p a r t  of t h e  c h a p t e r  w e  examine t h e  HFP i n  r e l a t i o n  

t o  t h e  A I .  This  t h e s i s  conc ludes  wi th  some o b s e r v a t i o n s  

r ega rd ing  t h e  s t a t u s  o f  t h e  HFP. 



2. SOCIETY, TECBNOLOGY AND UORK ORGANIZATION 

The p r e s e n t  c h a p t e r  c o n s i s t s  o f  f o u r  s u c c e s s i v e  and 

i n d u c t i v e l y  deployed p a r t s .  The f i r s t  p a r t  r e f e r s  t o  t h e  

d i s c u s s i o n  about  technology and s o c i e t y  i n  g e n e r a l ,  where a  

few d e f i n i t i o n a l  m a t t e r s  a r e  addressed .  I n  t h e  second p a r t  

w e  d e a l  wi th  technology i n  r e l a t i o n  t o  t h e  a r e a  of work a s  

an  impor tan t  socio-economic a c t i v i t y ,  w i th  s p e c i a l  

r e f ê r e n c e  CO i n d u s t r i a l  work. I n  t h e  t h i r d  p a r t  w e  p rovide  

a b r i e f  n o t e  on t h e  s o c i o - h i s t o r i c a l  e v o l u t i o n  o f  work- 

o r g a n i z a t i o n  systems,  from t h e  e a r l y  f a c t o r y  system t o  

post-Fordism. I n  t h e  l a s t  p a r t  w e  d e a l  more s p e c i f i c a l l y  

wi th  t h e  g e n e r a l  c h a r a c t e r i s t i c s  of post-Fordism a s  a work- 

o r g a n i z a t i o n  paradigrn t h a t  is of  c e n t r a l  concern t o  t h i s  

t h e s i s .  

2 1 TECHNOLOGY M D  SOCIETY 

There i s  a b i g  deba te ,  academic and non-academic, 

around technology and t h e  r e l a t i o n s h i p  between technology 

and s o c i e t y .  Various q u e s t i o n s  a r i s e ,  most o f  which a r e  

s t i l l  unresolved,  concerning t h e  n a t u r e  o f  t echnology  and 

how i t  a f f e c t s  o r  i s  a f f e c t e d  by s o c i e t y .  Therefore ,  w e  are 

w i t n e s s  t o  t h e  use  o f  terms such  a s  " t e c h n o l o g i c a l  

determinism", ' t echnologica l  n e u t r a l i t y " ,  ' s o c i a l  

cons t ruc t ion" ,  " s o c i a l  shaping" of  technology,  and s o  on, 



through which social scientists t r y  t o  a t t a c h  meaning t o  

technology and f i g u r e  out its na tu re .  These q u e s t i o n s  and 

t h e  v a r i e t y  of answers t o  them have their r o o t s  i n  t h e  

d i f f i c u l t y  one f a c e s  when conveying a d e f i n i t i o n  o f  

technology.  Indeed, t h e r e  i s  a p l e t h o r a  of  d i f f e r e n t  

d e f i n i t i o n s ,  a f a c t  t h a t  c o n t r i b u t e s  t o  t h e  maintenance of 

t h e  d e b a t e  around technology and s o c i e t y .  I n  t h i s  c h a p t e r  

we w i l l  refer t o  a few d e f i n i t i o n s  in o r d e r  t o  exernpl i fy  

t h e  a b s t r a c t  and r e l a t i v i s t  c h a r a c t e r  of t h e  n o t i o n  of 

rechnology as  it h a s  been used by samr a u t h o r s .  

One b a s i c  c r i t s r i o n  t h a t  i s  used when a u t h o r s  a r tempt  

to d e f i n e  t schnology  is t h e  d i s t i n c t i o n  between "mater ia l "  

and "non-material ' '  ( s o c i a l )  elernents of rechnology. This 

d i s t i n c t i o n  i n  t u r n  is u s e f u l  i n  d i s t i n g u i s h i n g  technology 

from "machine". Schement & C u r t i s  ( 1995 )  address t h e  

d i f f e r e n c e  with  r e f e r e n c e  t o  s o c i a l  t h i n k e r s  such as Franz 

Reuleaux and Lewis Mumford. They conclude t h a t ,  i n  s p i t e  o f  

t h e  f a c t  t h a t  i n d i v i d u a l s  ( t h e y  bave American society i n  

mind) f r e e l y  s u b s t i t u t e  technology  f o r  machine, t echnology  

encompasses more t h a n  machinery i t s e l f .  As t h e y  Say, "it is 

a d i rec t  resuit of the social relations which make t h e  

application of technology possiblerr ( 1 7 4 )  . They arque t hen ,  

t h a t  technology is not just t h e  material t o o l s  by 

themselves, b u t  it is something more t han  t h a t .  Tt i s  i n  a 



sense, the way that individuals use these tools. Schernent 

and Curtis also refer to Fernând Braudel and his 

distinction between "material technology" and "social 

technoloqy" (176-177). We can understand this distinction 

as the interrelation between the two categories. That is to 

Say, social technologies give individuals a basis for how 

they should use the material technologies. Social 

technologies are the non-material strategies, while 

material technologies are the expression and the 

application of these strategies. Therefore, according îo 

Schement and Curtis, technology consists not only of 

material tools, but also of practices, methods, and 

rationally organized human behaviours - al1 of which are 

known as "techniques". 

Definitions and distinctions of this kind by various 

authors highlight the relationship between the material and 

the social. Harold Lasswell for instance defined techniques 

as "The ensemble of practices by which one uses available 

resources to achieve values" (in Schement & Curtis, 

1995:174). Similarly, Robert Merton notes that "Technique 

refers to any complex of standardized rneans for attaining a 

predetermined end. Thus, it converts spontaneous and 

unreflective behaviour into behaviour that is deliberate 

and rationalized" (in Schement & Curtis, 1995:174). Lastly, 

10 



Jacques E l l u l  a rques  t h a t  'Technique i s  t h a t  t o t a l i t y  of  

methods r a t i o n a l l y  a r r i v e d  a t  and having a b s o l u t e  

e f f i c i e n c y  ... i n  e v e r y  f i e l d  o f  hurnan a c t i v i t y "  ( E l l u l ,  

1964:xxv).  Therefore ,  t echnique  f o r  t h e s e  a u t h o r s  i s  what 

makes human behaviour  a "goa l -or ien ted  r a t i o n a l  ac t ion"  

w i t h  t h e  Weberian meaning o f  t h s  term. I n  t h i s  sense ,  

t echn iques  a r e  t h e  means o f  r a t i o n a l i z a t i o n  o f  human 

a c t i v i t y .  With t h e s e  d e f i n i t i o n s ,  however, one has t o  be 

ve ry  c a r e f u l  wi th  t h e i r  use ,  because t h e r e  is always t h e  

danger  of c o n s i d e r i n g  a s  t s chn ique  t h e  t o t a l i t y  of  human 

a c t i v i t y ,  a s  e v i d e n t  i n  E l l u l ' s  above q u o t a t i o n .  

Following t h e  d i s t i n c t i o n  between m a t e r i a l  

t echno log ie s  and "techniques",  some a u t h o r s  a t t a c h  t o  

technology  t h e  c h a r a c t e r i s t i c  of p r a c t i c a l i t y ,  which makes 

t echnology  appear  as t h e  means of r a t i o n a l i z a t i o n  of s o c i a l  

l i f e .  A.  Svor ik ine  a rgues  t h a t  "Technology may be d e f i n e d  

as  t h e  means of work, t h e  means o f  human a c t i v i t y  

deve loping  wi th in  a system o f  s o c i a l  p roduct ion  and s o c i a l  

l i f e "  ( i n  Schement & C u r t i s ,  1995:175). Emmanuel Mesthene, 

d e f i n e s  technology a s  "...the o r g a n i z a t i o n  o f  knowledge f o r  

t h e  achievement o f  p r a c t i c a l  purposes" ( i n  Schement & 

C u r t i s ,  1995:175), and E v e r e t t  Rogers d e f i n e s  technology a s  

'... a d e s i g n  f o r  i n s t r u m e n t a l  a c t i o n  t h a t  reduces  

u n c e r t a i n t y  i n  t h e  cause-ef fec t  r e l a t i o n s h i p s  involved  i n  



achieving a desired outcome" (in Schement & Curtis, 

1995:176) ,  Kaplinsky argues that technology refers to the 

general material content or process, while technique refers 

to the way in which technology is developed for a specific 

purpose (in Grint & Woolgar, 1997:8) . Lastly, a very 

interesting definition of technology cames from George 

Ritzer (2000). His definition is based on the distinction 

between "human" and "non-human", but approached from a 

diffcrent angle than the one mentioned above. For Ritzer, 

what distinguishes human from non-human technologies is 

related to who exercises control over whom. Human 

technology (a screwdriver for example) is controlled by 

people, while a non-human technology (i.e. regulations, 

procedures and techniques) controls people (104). 

Therefore, Ritzer's perception of the human/non-human 

elements of technology is opposite to the other authors 

mentioned above. 

Besides the distinction between material and non- 

material technologies, other distinctions have been made by 

various authors in order to help them isolate the notion of 

technology and define it. Jayaweera, for example, suggests 

that technology should be distinguished from invention. 

Inventions, according to Jayaweera, are characterized by 

neutrality, while technologies are inventions which are 



organized  e x p r e s s i o n s  of a p a r t i c u l a r  c u l t u r e ' s  p roduc t ive  

s t r u c t u r e s  ( i n  G r i n t  & Woolgar, 1 9 9 7 : 8 ) .  A s  w e  can  s e e ,  

Jayaweera a t t r i b u t e s  t o  technology t h e  c h a r a c t e r i s t i c  of  

" s o c i a l  i n t e n t i o n " .  That i s  t o  Say, technology t a k e s  p l a c e  

on ly  when s o c i e t i e s  employ i n v e n t i o n s  f o r  v a r i o u s  purposes ,  

accord ing  t o  t h e  s i t u a t i o n a l  socio-economic needs of 

s o c i e t y .  Penn d i s t i n g u i s h e s  between "technology" and 

" t e c h n i c a l i t y " ,  and emphasizes t h e  c o n f l i c t  between c a p i t a l  

and labour  ( i n  G r i n t  & Woolgar, 1 9 9 7 : 8 ) .  

Defining technology i s  a  d i f f i c u l t  t a s k .  A l 1  Che 

d e f i n i t i o n s  and t h e  va r ious  d i s t i n c t i o n s  mentioned above 

may be v a l i d  o r  less v a l i d  depending on t h e  p e r s p e c t i v e  

through which technology is viewed and i t s  v a r i o u s  

c o n t e x t s .  Th i s  is p r i m a r i l y  a  r e s u l t  of t h e  cornpiexi ty  of 

t h e  p r e s e n t  s o c i e t y  and t h e  g r e a t  v a r i e t y  of forms i n t o  

which technology i s  shaped and expressed  s o c i a l l y .  In t h i s  

sense ,  w e  could  a g r e e  wi th  Winner who a rgues  t h a t  t h e  

d e f i n i t i o n s  o f  technology change through t i m e  and p l a c e  ( i n  

G r i n t  & Woolgar, 1997  : 9 )  . Therefore ,  "va l id"  de f i n i t i o n s  of 

technology can be  g iven  o n l y  w i t h i n  a s i t u a t i o n a l  framework 

where it is c l e a r  what t h e  no t ion  of  t echnology  i n c l u d e s .  

Add i t i ona l ly ,  t h e  major d i s t i n c t i o n  between m a t e r i a l  and 

non-mater ia l  t echno log ie s  can  prove t o  be  q u i t e  

problemat ic ,  The g r e a t  v a r i e t y  and d i v e r s i t y  o f  



t e chno log ie s  do no t  make it easy  t o  i d e n t i f y  t h e  d i f f e r e n c e  

without  i n e v i t a b l y  proceeding t o  a r b i t r a r y  c a t e g o r i z a t i o n s .  

Within an i n d u s t r i a l  o r g a n i z a t i o n  f o r  i n s t a n c e ,  where does 

m a t e r i a l  technology s t o p  and non-material  o r  s o c i a l  

technology begin? Therefore ,  w e  may a rgue  a t  t h i s  p o i n t  

t h a t  what i s  impor tan t  i s  n o t  t o  come up wi th  an i n c l u s i v e ,  

n e u t r a l  and g e n e r a l  d e f i n i t i o n  of  technology. This  w i l l  

never  happen wi thout  r a i s i n g  o b j e c t i o n s .  What i s  r e a l l y  

important  f o r  s t u d e n t s  of technology i s  t o  i d e n t i f y  t h e  

motives, t h e  p roces ses  and che circurnstances through which 

v a r i o u s  conveyors a t t a c h  meaning t o  t ~ c h n o l o g y .  A s  G r i n t  

' 

ana Woalgar put  i t :  "... t h e  re levance  of technology l ies i n  

a c t o r s '  i n t e r p r e t i v e  a c t i v i t i e s  r a t h e r  than  i n  any 

o b j e c t i v e  account of i ts  capabilities o r  effects ( G r i n t  & 

Woolgar, 1997 :138) .  I n  Our ca se ,  f o r  example, automobile  

f i r m s  view technology a s  a  form of  c a p i t a l ,  a s  a  means t h a t  

w i l l  b r i n g  them more p r o f i t .  The meaning, then,  t h a t  

technology t a k e s  under d i f f e r e n t  s o c i a l  c i rcumstances ,  i s  

more important  than  t o  t r y  t o  g i v e  a  gene ra l ,  o b j e c t i v e  

d e f i n i t i o n .  Thus, f o r  t h e  purposes  of t h i s  t h e s i s ,  a s  we 

w i l l  see l a t e r  on, technology will be viewed w i t h i n  t h e  

s o c i a l  c i rcumstances  provided by t h e  a r e a  of  i n d u s t r i a l  

work o r g a n i z a t i o n  and product ion .  



The problem of defining technoloqy is very closely 

associated with the discussion around the relationship 

between technology and society. The basic debate is formed 

around a fundamental question, which resembles the egg- 

chicken riddle: "Does society determine technclogy, or does 

technology determine society?". Terms such as, 

"technological determinism", "technological neutrality", 

"social construction" and "social shaping" of technology 

hâve been creâted by technology theorists in order to 

descri8e âna identify power relationships between 

technology and society. Does technology alter human 

behav'iour and social relations or do social relations 

create and shape technology? A qreat variety of approaches 

has been developed in order to give an answer to this 

question. Some of them argue that technology is indeed an 

autonomous factor that determines society and that changes 

in technology cause changes in society (cf. Bell: 1976, 

Large: 1980, Castells: 1996). And others, supporting the 

social constructivist and social shaping perspectives, 

argue that technology is a product of the social relations 

within a given society (MacKenzie & Wa jcman: 1985, B i j  ker 

et al: 1987, Grint & Woolgar: 1992). Beside those opposing 

views, some more relativist and moderate views of "soft 

determinism" or "conditional determinism" have been 



developed,  which a rgue  t h a t  t echnology  c a n  become 

autonomous and de te rmine  s o c i e t y  o n l y  i f  c e r t a i n  c o n d i t i o n s  

a l l o w  f o r  i t  (He i lb rone r :  1 9 7 2 ) .  O f  a  r e l a t i v i s t  c h a r a c t e r  

is t h e  view o f  Çchement & C u r t i s  (1995)  on t h e  r e l a t i o n s h i p  

between technology  and s o c i e t y .  By examining t h i s  

r e i a t i o n s h i p  ât macro, meso and micro  l e v e l s ,  t h e y  a rgue  

t h a t  t h e  ba l ance  between technology and s o c i e t y  d i f f e r s  i n  

~ a c h  o f  t h e s e  l e v e l s .  A t  t h e  macro l e v e l ,  s o c i e t y  i s  t h e  

de t e rmin ing  f a c t o r .  A t  t h e  mes0 l e v e l ,  t h e  l e v e l  o f  t h e  

group,  p l a y s  a more a c t i v e  r o l e .  I t  c a u s e s  changes  i n  

g roups ,  o r g a n i z a t i o n s  and i n s t i t u t i o n s  by n e c e s s i t a t i n g  

a d a p t a t i o n s . .  F i n a l l y ,  a t  t h e  micro l e v e l ,  t echnology  

a p p e a r s  co be  more c r u c i a l  by l i m i t i n g  t h e  power o f  

i n d i v i d u a l s ,  i n  terms of  t h e  s t r u c t u r e  o f  t h e  workplace o r  

t h e  c e n t r a l i t y  o f  TV i n  t h e  l e i s u r e  t i m e  o f  t h e  

i n d i v i d u a l s ,  e tc .  ( 1 9 5 ) .  

A d d i t i o n a l l y ,  a  popula r  view on technology  impact,  

s p e c i f i c a l l y  i n  r e l a t i o n  t o  work o r g a n i z a t i o n ,  i s  t h e  so- 

c a l l e d  contingency model. According t o  t h i s  model, t h e  

impac ts  o f  t echnology  depend on a v a r i e t y  o f  f a c t o r s ,  such 

às o r g a n i z a t i o n a l  c o n t e x t ,  t echnology  s e l e c t i o n  p roces s ,  

implementa t ion  p roces s ,  n a t u r e  o f  the s p e c i f i c  technology,  

management ph i losophy ,  employee a t t i t u d e s ,  etc. ( L i k e r  et  

a l .  1999:578-593)-  A t  t h e  l e v e l  o f  s o c i e t y  and  w i t h i n  t h e  



framework of t h e  discussion on whetber  t e c h n o l o g y  

d e t e r m i n e s  society or not, Heller (19871,  by s u p p o r t i n g  the  

c o n t i n g e n c y  model o f  t echno logy ,  a r g u e s  t h a t  t e c h n o l o g y  

does n o t  d e t e r m i n e  s o c i e t y ,  r a t h e r  i t  p r o v i d e s  f o r  o p t i o n s ,  

based on p a r t i c u l a r  c o n t i n g e n c i e s ,  which may reconsider t h e  

impact  o f  t e c h n o l o g y  on people (Heller, 1987:24-25) .  G r i n t  

and Woolgar ( 1 9 9 7 1 ,  on t h e  o t h e r  hand, have c r i t i c i zed  this 

view. They a g r e e  w i t h  Heller i n  deny ing  t e c h n o l o g i c a l  

de te rmin i sm,  however, t h e y  argue t h a t  " to  r e t a i n  t h e  i d e a  

t h a t  t e c h n o l o g y  s t i l l  h a s  independen t  e f f e c t s ,  is t o  

u n d e r e s t i m a t e  t h e  s i g n i f i c a n c e  o f  the i n t e r p r e t a t i v e  

camponent o f  human-technology i n t e r â c t i o n "  ( G r i n t  and  

Woolgar, 1997 : 16) . 
A s  w e  w i l l  see i n  t h e  f o l l o w i n g  c h a p t e r s ,  o u r  f i n d i n g s  

£rom t h e  c a s e  o f  t h e  AI s u p p o r t  a  c o m b i n a t i o n  o f  t h e  

c o n t i n g e n c y  model and t h e  i n t e r p r e t a t i v e  model o f  t h e  

impac t s  o f  t echno logy .  I n  o t h e r  words, t h e  e f f e c t s  o f  t h e  

i n t r o d u c t i o n  o f  new t e c h n o l o g y  and  new management 

t e c h n i q u e s  i n  t h e  A I  are h i g h l y  d e p e n d e n t  on v a r i o u s  

c o n t i n g e n c y  f a c t o r s  and p a r t i c u l a r i t i e s  o f  a c e r t a i n  

r e g i o n ,  c o u n t r y  o r  p l a n t ,  and a l s o  o n  how a u t o w o r k e r s  

thernselves  i n t e r p r e t  new t e c h n o l o g y  a n d  c h a n g e s  i n  t h e  

o r g a n i z a t i o n  o f  work. 



S i m i l a r l y  wi th  t h e  problem o f  d e f i n i t i o n  o f  

technology,  t r y i n g  t o  g i v e  a  d e f i n i t e ,  o b j e c t i v e  and f i n a l  

answer t o  whether technology  is t h e  de te rmin ing  f a c t o r  o f  

s o c i e t y  o r  no t ,  i s  an  incongruous a t tempt  t h a c  l e a d s  t o  

a r b i t r a r y  g e n e r a l i z a t i o n s  and m i s i n t e r p r e t a t i o n s .  Again 

h e r e  we have t o  look  a t  t h e  s p e c i a l  con tex t ,  t h e  s p e c i f i c  

technology i n  ques t ion ,  and t h e  s p e c i f i c  framework o f  

s o c i a l  r e l a t i o n s  i n  which t h i s  technology is used, i n  o r d e r  

t o  s e e  t o  what a e g r e e  technology is de te rmining  human 

behaviour .  

A s  s t a t e d  i n  t h e  i n t r o d u c t i o n  î o  t h i s  c h a p t e r ,  t h e  

technology t h a t  w e  w i l l  bé d e a l i n g  with i n  t h i s  r e s e a r c h  

p r o j e c t  i s  t h e  whole p o s t - f o r d i s t  paradigm- That is t o  Say, 

t h e  way i n  which t h e  i n d u s t r i a l  p roduct ion  p r o c e s s  i s  

organized  a t  t h e  p r e s e n t  t i m e ,  a s  opposed t o  previous forms 

of o rgon iza t ion  of i n d u s t r i a l  work. Therefore ,  we view 

technology w i t h i n  t h e  framework o f  a very  s p e c i f i c  hurnan 

a c t i v i t y ,  which i s  t h e  i n d u s t r i a l  work o r g a n i z a t i o n .  Thus, 

w e  w i l l  focus  on t h e  c h a r a c t e r i s t i c s  of  t h i s  s p e c i f i c  

technology,  which may be d e f i n e d  as: t h e  means ( m a t e r i a l  

and non-material ,  p r a c t i c e s ,  p roces ses ,  etc.)  through which 

work is  organized  f o r  t h e  achievement o f  a v e r y  specific 

g o a l ,  which is p r o f i t  making and rna in tenance /surv iva l  o f  

t h e  i n d u s t r i a l  economic o r g a n i z a t i o n ,  w i t h i n  t h e  



compe t i t i on  of  a s p e c i f i c  market.  A d d i t i o n a l l y ,  t h i s  

t echnology  w i l l  be viewed i n  i ts  f o m  as  an i d e a l  type ,  

meaning t h a t  w e  acknowledge t h e  f a c t  t h a t  t h i s  t ype  o f  

technology does no t  appear  i n  t h e  same form everywhere i n  

t h e  world,  and a l s o  t h a t  t h e r e  a r e  s t i l l  i n  use  work- 

o r g a n i z a t i o n  t echno log ie s  o f  t h e  p a s t .  However, t h e r e  a r e  a  

f e w  c h a r a c t e r i s t i c s  and p r i n c i p l e s  expressed  by t h i s  new 

paradigm t h a t  have shaped i t s  i d e a l  form, and thus ,  it 

becomes p o s s i b l e  t o  examine i t  a s  such.  

2.2 TECHNOLOGY .AND GV'ORK 

A s  w e  s a i d  be fo re ,  w e  v i e w ' t h e  a r e a  of work a s  a  human 

a c t i v i t y  l i k e  t he  rest of s o c i a l  a c t i v i t i e s .  However, w e  

acknowledge i ts  importance wi th in  s o c i e t y ,  a s  it has been 

shaped h i s t o r i c a l l y ,  and i ts  e l e v a t i o n  t o  t h e  t o p  of  

s o c i e t a l  va lues  e s p e c i a l l y  a f t e r  t h e  i n d u s t r i a l  r e v o l u t i o n .  

Also,  work, a s  one impor tan t  human a c t i v i t y ,  p rovides  a  

framework where technology is expres sed  i n  a  s p e c i f i c  way. 

Thus, i n d u s t r i a l  work, which is t h e  focus  of  t h i s  t h e s i s ,  

p rov ides  t h e  b a s i s  f o r  s p e c i f i c  k inds  o f  technology t o  be 

developed and app l i ed .  The s p e c i f i c i t y  of  t h e  k inds  o f  

t echnology  t h a t  develop w i t h i n  t h e  i n d u s t r i a l  environment 

is c l o s e l y  r e l a t e d  t o  t h e  c o r p o r a t e  g o a l  ( p r o f i t ) .  



Therefore, the constructed nature of industrial 

technologies is characterized by profit-making qualities. 

What constitutes an industrial technology within the 

framework that we described above? Following Our 

definition, we can Say thac industrial technology consists 

of material (advanced computers, robots, etc.) and non- 

rnaterial elements (management techniques, training 

sessions, etc.). Tt is important to emphasize here Our view 

of the whole post-Fordisc program of industrial work 

organization as one complex technology with many 

constitutive elements. 

The industrial-work-organitation technology came about 

with the corning of the industrial revoLution. The emerging 

patterns of work within the new capitalist economy created 

the intensive need for a way that the production process 

would be organized. Therefore, the technological 

developments of the era are not only about the steam 

engine, the spinning jenny, Cort's process in metallurgy, 

or the general replacement of hand-tools by mach: -r nes 

(Castells, 1996:34). They include techniques and methods of 

managing and coordinating those material technologies, but 

rnost importantly, of rnanaging, coordinating and controlling 

large numbers of workers (Nightingale, 1982:36), who were 

forced to abandon their agricultural way of life and gather 



into the urban environments to help in the development of 

capitalism - the transformation of the working humanity 

into a "labour force", a factor of production, an 

instrument of capital (Braverman, 1974:139). In that sense, 

people become psrt of this process and they bring with them 

problems that cause headaches to the owners of the means of 

production and to work organizers. Therefore, in order for 

industrial technology to succeed in its purpose, it had to 

develop ~ h e  ability to cope successfully witn the problems 

caused by humans involved in the industrial production 

process. 

In Ehis thesis it is argued chat historicaily, in 

industrial work organization, the major fundamental problem 

for those who organize the capitalist production process 

has always been what we will refer to as the "human factor 

problem" (HFP). The great source of uncertainty, 

unpredictability and inefficiency in a rationalizing 

system, such as industrial organization, is people (Ritzer, 

2000: 104) , that is to say, the "human factor". Therefore, 

industries had to manage/coordinate/control the human 

factor in order for the production system in question to 

achieve the desired results. Unlike the material parts of 

the system, the human factor is relatively difficult to 

control, In that sense, we may argue that industrial work 



requires a specific type of worker, with specific 

characteristics and qualities, and thus, the organizers of 

the process  try t o  create that type. When t h e  apiarist 

wants  to produce honey, the best way to do it is to ernploy 

bees. Only bees have t h e  appropriate q u a l i t i e s  for 

producinq honey. The same happens with industrial workers. 

Lyon ( 1 9 9 9 ) ,  for instance, points out t h a t  everywhere  in 

the new globa l  informacional economy workers are forced to 

be flexible, prepared t o  move geographically, if t h e y  wi sh  

t o  keep their jobs or f i n d  new ones and t h e y  must adjust t o  

flexible s c h e d u l e s ,  add time, o r  r e d u c e  time, i n  what 

amounts to a "just-in-time-labour" system (1999 :272 } .  Of 

course, workers are not barn w i t h  the qüalities of an i d e a l  

type of industrial worker, and that is w h e r e  the problem 

l i es .  As we wiLl see later cn, this type appears to be 

different in the var ious  stages of the history of 

capitalism. Each system of industrial work organization 

requires its own type of worker. There have been va r ious  

attempts and various strategies and methods which have been 

used in managing the human factor and c rea t i ng  each time 

the appropriate type of worker s i n c e  the early stages of 

the development of cap i ta l i sm.  Those strategies may be seen 

as part of the whole systern, as an element that comprises 

the notion of production systems as one technology. A 



historical retrospection of  the strategies used in managing 

and controlling workers since the beginning of the 

industrial work organization, will highlight what  we have 

argued before. 

2.3 EVOLUTION OF WORK ORGANIZATION SETEMS 

In the period that was characterized by the so-called 

"early factory system", as Donald V. Nightingale (1982) 

argues, a strident Spencerian ideology provided those who 

owned t h e  means of production w i t h  a moral basis for 

u n l i r n i t e d  and unilaterai c o n t r o l  over  their property, 

includinq employees. According to this ideology, the 

success of t h e  few and the  powerful was a reflection of 

personal virtue and natural superiority (36). The biggest 

problem that the owners of t h e  means of production 

encountered at t h i s  phase, was how to make people work 

within a new systern that is s u i t a b l e  for industrial 

environment. Thus, factories were facing the problem of 

attracting labourers from rural to urban life ( 3 8 ) .  I n  

other words, workers did not want ta become a part of the 

emerging industrial technology. At this initial point, the  

workers became restless, truculent and uncooperative and 

expressed a general unwillingness towards working in 

industry ( 3 8 ) .  This was a result of the sudden change in 



t h e i r  l i f e s t y l e s  w i t h  t h e i r  t r a n s i t i o n  £rom r u r a l  t o  

i n d u s t r i a l  way o f  l i v i n g  and working. 

The owners o f  t h e  means of p roduc t ion ,  and o r g a n i z e r s  

of t h e  p roduc t ion  p roces s ,  had t o  cope w i t h  problems caused  

by t h e  d i s o r i e n t e d  work f o r c e .  The re fo re ,  t h e y  adopted  t h e  

"app rop r i a t e "  management p r a c t i c e s .  "Despotism, c r u e l  

s x p l o i t a t i o n ,  a r b i t r a r y  u s e  of  power, s u b j e c t i v e  and 

c a p r i c i o u s  t r ea tmen t  of s u b o r d i n a t e s "  (N igh t inga l e ,  1982: 

36-37) were t h e  d i r e c t i o n s  fol lowed a t  t h i s  s t a g e  of  

c a p i t a l i s t  i n d u s t r i a l  p roduc t ion .  

The HFP of t h i s  s r a  is a s s o c i a t e d ,  t hen ,  wi th  t h e  

wiLl ingness  of t h e  popu la t i on  - w i l l i n g n e s s ,  i n  t h e  s s n s e  

of t h e  qu ick  accep tance  o f  t h e  new c o n d i t i o n  and q u i c k  

ad jus tment  and canformi ty ,  and no t  w i l l i n g n e s s  i n  t h e  s e n s e  

t h a t  t h e y  had a  cho ice  - t o  become i n d u s t r i a l  workers,  Co 

become t h e  bees  t h a t  w i l l  b u i l d  t h e  c a p i t a l i s t  a p i a r y -  An 

example of t h a t  unwi l l i ngnes s  and t h e  d i f f i c u l t i e s  i n  t h e  

ad jus tment  o f  people  i n t o  t h e  new c o n d i t i o n s  r e s u l t e d  from 

t h e  i n d u s t r i a l  development is  t h e  r i s e  o f  t h e  s o - c a l l e d  

"Luddi tes '  movement", which s t a r t e d  i n  Nottingham around 

1811. K i r k p a t r i c k  S a l e  (1995) d e s c r i b e s  t h e  c o n d i t i o n s  

under which t h e  Luddi tes '  movement s t a r t e d :  

"Having f o r  c e n t u r i e s  worked o u t  o f  t h e i r  
c o t t a g e s  and small v i l l a g e  shops  on machines t h a t ,  
though f a r  £rom s imple ,  c o u l d  b e  managed by a s i n g l e  



person, assisted perhaps by children, they (Luddites) 
suddenly saw new, cornplex, large-scale machines coming 
into their settled trades, or threatening to, usually 
housed in the huge multistory buildings rising in 
their ancient valleys. Worse still, they saw their 
ordered society of craft and custom and comrnunity 
begin to give away to an intruding industrial society 
and its new technologies and systems, new principles 
of merchandise and markets, new configurations of 
countryside and city, beyond their ken or control 
(Sale, 1 9 9 5 : 3 ) .  

Luddism can legitimately be characterized as a 

movement, but it was also an amorphous pattern of events, 

an unfolding development rather than a Eormal and Eixed 

organization or doctrine (Sale, 1 9 9 5 : 7 5 ) .  Luddites, chen, 

were engaged in a series of specific actions against 

industrielization and the introduction of machines- These 

actions include pseudonymous letters, nighttime raids, 

public demonstrations, attacks in factories, machine 

breaking, etc. iibid, ) , E. P. Thompson has felicitously 

characterized the Luddist movement as "a violent eruption 

of feeling against unrestrained industrial capitalism" (in 

Therefore, the type of worker required from the early 

factory system was the one that would adjust and conform 

quickly to the new environment. The exercise of personal, 

direct control over the laborer from the owner of the means 



of p roduc t ion ,  t h a t  i s  t o  Say, t h e  t y p i c a l  s u b j e c t i o n  of  

t h e  l a b o u r  t o  c a p i t a l ,  was t h e  way t o  succeed .  

L a t e r  on w e  have t h e  r i s e  o f  modern bu reauc racy  i n  t h e  

i n d u s t r i a l  work o r g a n i z a t i o n .  With t h e  rise o f  bureaucracy  

a major fundamental  change took p l a c e ,  r e g a r d i n g  t h e  

management p r a c t i c e s  o f  t h e  i n d u s t r i a l  o r g a n i z a t i o n s .  

Bureaucracy made p o s s i b l e  t h e  d e p e r s o n a l i z a t i o n  of  

a u t h o r i t y  (N igh t inga l e ,  1982:39).  Obedience of t h e  workers 

was now rendered  no t  t o  a  person b u t  t o  a  se t  of  impersonal  

p r i n c i p l e s .  Bureaucracy may be cons ide red  a s  a  very  

s u c c e s s f u l  s o c i a l  technology a t  t h a t  t i m e ,  i f  o n l y  f o r  t h e  

reason  t h a t  it weakened workers'  r e s i s t a n c e  by diffusing 

a u t h o r i t y  and power a t  a n  impersonal  l e v e l .  

Almost s imu l t aneous ly  wi th  t h e  rise o f  bureaucracy ,  a t  

t h e  l e v e l  of t h e  shop- f loor  and t h e  r e l a t i o n s h i p  between 

t h e  f i r s t  l i n e  s u p e r v i s o r  and t h e  worker,  w e  have the  

development o f  s o - c a l l e d  " s c i e n t i f i c  management" o r  

"Taylorism", named a f t e r  i t s  i n s p i r e r ,  F r e d e r i c  Winslow 

Taylor  (1856-1915), and it is a s s o c i a t e d  w i t h  t h e  F o r d i s t  

system o f  p roduc t ion  (assembly l i n e )  L. Taylor i sm i s  based on 

t h e  organizc i t ion  o f  p roduc t ion ,  s t e p  by s t e p ,  a cco rd ing  t o  

I The term Fordism refers to the mechanized, rnass-production manufaduring rnethods 
developed in the USA by Henry Ford between 1908 and 1914. He divided previously complex 
work tasks into a nurnber of simple operations, applying the principles of Scientific Management 
known as Taylorism. and also standardized the design of the product to elirninate al1 variation 
(Abercrombie et al, 1994). 



s c i e n t i f i c  p r i n c i p l e s .  By apply ing  s c i e n c e  i n  t h e  

o r g a n i z a t i o n  o f  p roduc t ion  p roces ses  t h e r e  could  b e  

achieved t h e  "one b e s t  way" of execu t ing  i n d u s t r i a l  t a s k s .  

Th i s  phi losophy,  of  course ,  gave i t s  own s o l u t i o n  t o  t h e  

HEP. The s o l u t i o n  was t h e  c o d i f i c a t i o n  of human working 

a c t i v i t i e s ,  on t h e  b a s i s  o f  s c i e n t i f i c  p r i n c i p l e s ,  i n t o  

b u r e a u c r a t i c a l l y  organized  procedures .  Managers were t o  

t a k e  a  body of  human s k i l l s ,  a b i l i t i e s  and knowledge and 

t r ans fo rm them i n t o  a  set of non-human r u l e s ,  r e g u l a t i o n s  

and formulas,  and once t h e  human s k i l l s  were c o d i f i e d ,  the 

o r g a n i z a t i o n  no longe r  needed h igh - sk i l l ed  workers ( R i t z e r ,  

2000:110). Therefore ,  t h e  s e p a r a t i o n  of "mind" work from 

"hand" work was T a y l o r ' s  answer t o  t he  HFP. I n  o r d e r  f o r  

t h i s  system t o  be s u c c e s s f u l ,  s p e c i f i c  kinds of  workers 

were needed. According t o  t h i s  model, t h e  i d e a l  t y p e  of 

workers had t o  be human be ings  "with  minimal i n t e l l i g e n c e  

and a b i l i t y ,  humans t h a t  resemble animals" ( i b i d . ) .  That is 

t o  say ,  l i t t l e  menta l  a b i l i t y  and much p h y s i c a l  s t r e n g t h  

were t h e  r e q u i r e d  s k i l l s ,  i n  o r d e r  f o r  them t o  be a b l e  t o  

r e c i p r o c a t e  e f f i c i e n t l y  t o  t h e i r  " s c i e n t i f i c a l l y "  pre-  

designed t a s  ks . 
Theref o re ,  wi th  Taylor ism w e  have t h e  s e p a r a t i o n  o f  

the concept ion from t h e  execu t ion  o f  work, p a r t i t i o n  and 

r e s t r u c t u r i n g  of  t a s k s ,  and s e l e c t i o n  by managers o f  t h e  



"one b e s t  way" of execut ion .  Also, there occurs  s u b s t a n t i a l  

s u b j e c t i o n  of  t h 2  worker and d e - s k i l l i n g .  The b a s i s  o f  

c o n t r o l  o f  t h e  workers was d i r e c t ,  persona1  s u p e r v i s i o n  and 

c o n t r o l  by management o f  t h e  manner and t h e  tirne of  

e x e c u t i o n  of a  t a s k .  

With Taylor ism however, t h e  HFP Look new dimension 

s i n c e  T a y l o r i s t  management p r a c t i c e s  were cons idered  a s  

non-humanistic.  Thus, w e  have t h e  development of o t h e r ,  

more human-centered, views r ega rd ing  t h e  FlFP, s u c h  as t he  

"Human Rela t i ons"  and t h e  "Human Resources" approaches .  

The Human Re la t i ons  and Human Resources approaches  are 

cwo reia~ed b u t  s l i g h t l y  d i f f e r e n t  views on the  r o l e  of 

workers  and t h e  s o l u t i o n  t h a t  t h e y  o f f e r  t o  t h e  HFP. 

However, both of  them s t a r t  w i t h  t h e  view that workers 

should have more a c t i v e  r o l e s  w i t h i n  t h e  f a c t o r y  and t h u s ,  

we have t h e  i n t r o d u c t i o n  of new terms such a s  

" p a r t i c i p a t i v e  management", " s e l f - d i r e c t i o n " ,  "self-  

c o n t r o l " ,  "produc t ive  c a p a c i t y  of  t h e  employee", etc.  

(N igh t inga l e ,  1982:48) .  The d i f f e r e n c e  between t h e  two 

views i s  t h e  folLowing: under t h e  Human R e l a t i o n s  

p e r s p e c t i v e ,  t h e  manager s h a r e s  i n fo rma t ion ,  c o n s u l t s  w i t h  

s u b o r d i n a t e s ,  and encourages  s e l f - d i r e c t i o n  s o l e l y  to 

improve çubord ina t e  s a t i s f a c t i o n  and morale.  On the o t h e r  

hand, acco rd ing  t o  t h e  Human Resources p e r s p e c t i v e ,  t h e  



manager a l l ows  s u b o r d i n a t e  p a r t i c i p a t i o n  because more 

e f f e c t i v e  decisions are  made by t h o s e  d i r e c t l y  involved  i n  

and affected by the d e c i s i a n s .  Th i s  p e r s p e c t i v e  proposes  

t h a t  morale  and s a t i s f a c t i o n  a r e  r e l a t e d  t o  p a r t i c i p a t i o n ,  

b u t  t h a t  t h e y  r e s u l t  from the climate of  c r e a t i v e  problem- 

s o l v i n g  gene ra t ed  by  p a r t i c i p a t i v e  management ( i b i d . ) .  

We may argue h e r e  t h a t  t h e s e  two views a r e  an a t t emp t  

t o  reconcile t h e  i n t e r e s t s  of employers and t h e  employees. 

Also, t h e  e v o l u t i o n  of t h e  view from Human R e l a t i o n s  t o  

Human Resources p e r s p e c t i v e  e x p r e s s e s  something else: We 

said be fo re  t h a t  management encourages subo rd ina t e  

p a r t i c i p a t i o n  i n  decision-making.  The Human R e l a t i o n s  

p e r s p e c t i v e  does t h a t  f o r  the s a t i s f a c t i o n  of t h e  employee 

whi l e  t h e  Human Resources p e r s p e c t i v e  a c t u a l l y  b e l i e v e s  

t h a t  s u b o r d i n a t e  p a r t i c i p a t i o n  w i l l  b r i n g  more e f f i c i e n c y  

i n  produc t ion .  Why is t h i s ?  Because managers no l o n g e r  

possess t h e  t e c h n i c a l  knowledge neces sa ry  f o r  d e c i s i o n  

making, i n  terms of the p roduc t ion  p roces s .  The Human 

Resources p e r s p e c t i v e  was dominant between 1960 and 1980 .  

That  was also t h e  p e r i o d  o f  t h e  g r e a t  exp los ion  i n  t h e  

development o f  i n fo rma t ion  t e c h n o l o g i e s  and t h e i r  

a p p l i c a t i o n  i n  i n d u s t r i a l  a c t i v i t i e s .  N e w  advanced 

manufactur ing t echno log ie s ,  such  as Numerical ly  C o n t r o l l e d  

machines, made t h e i r  appearance and were adopted  b y  



industrial organizations. Therefore, with the development 

of this kind of technology and cornplex machinery, 

management was not able any more to control the production 

process in the same way it used to, simply because they 

didn't know the ramifications of the new technology (see 

for example Collinson & Collinson, 1997). Thus, they had no 

other choice but to introduce participation of subordinates 

in the production process. Here a g a i n  we have the emergence 

of a new type of industrial worker, This new condition 

requires workers to possess the appropriate knowledqe and 

technical skills (an expression of non-material technoloqy) 

in order to become more integrated with the new information 

technologies and contribute to efficiency, productivity and 

profitability for the industrial organization. This did not 

happen out of the altruism of management, rather it 

happened out of technological necessity. Additionally, this 

must not make us think that suddenly workers gained control 

of their work, became autonomous and possessed power (see 

Harley, 1999:41 for the myth of empowerment of the 

workers). As we will see l a te r  on, management adopted other 

methods of control, most of which are related, as we will 

see, to what is called "responsible autonomy" (Friedman, 

1977), in order to manage this new type of worker. 



The same pe r iod ,  around 1970s, saw t h e  i n t r o d u c t i o n  o f  

t h e  so-ca l led  p o s t - F o r d i s t  system of product ion .  I t  

developed a s  a  new t e c h n o l o g i c a l  paradigm of  i n d u s t r i a l  

p roduc t ion  and adopted new management techniques  and 

s t r a t e g i e s  of  c o n t r o l  o f  t h e  workers,  i n s p i r e d  by t h e  

human-centered approaches t h a t  w e  d e s c r i b e d  above. O f  

cou r se ,  t h i s  new p roduc t ion  system had t o  t a k e  i n t o  

c o n s i d e r a t i o n  and reexamine t h e  HEP a f r e s h  and t r y  t o  g i v e  

a  more s u i t a b l e  s o l u t i o n  t h a t  adapted  t o  t h e  new 

c o n d i t i o n s .  

This new system o f  o r g a n i z a t i o n  of p roduct ion ,  t o  

which w e  will be s e f e r r i n g  a s  post-fordism,  has been g iven  

many o r h e r  names, depending on va r ious  t h e o r e t i c a l  

p e r s p e c t i v e s  and approaches of the phenomenon, and a l so  

depending on i ts  v a r i o u s  elements t h a t  have been emphasized 

by d i f f e r e n t  a u t h o r s .  

2.4  POST-FORDISM 

Around 1 9 7 0 ~ ~  then ,  a  change i n  t h e  i n d u s t r i a l  

c o n d i t i o n ,  and a t  a s o c i e t a l  l e v e l  a s  w e l l ,  was diagnosed.  

While many a u t h o r s  a g r e e  t h a t  t h i s  change a c t u a l l y  

happened, a  d e b a t e  ensued about  what happened next .  Authors 

s t a r t e d  t a l k i n g  about  p o s t - i n d u s t r i a l  s o c i e t i e s  ( B e l l ,  

1973; Touraine,  1971) ,  t e c h n o l o g i c a l  s o c i e t i e s  ( E l l u l ,  



1964), post-modern societies (Etzioni, 1968; Breed, 1971), 

knowledge economies {Machlup, 1962; 1980; Drucker, 1969), 

computerized societies (Martin and Norman, 1970), super- 

industrial societies (Toffler, 1971), third industrial 

revolution (Stine, 1975; Stonier, 19791, industrial- 

technological society (Ionescu, 1976), information society 

(Martin and Butler, 1981; Lyon, 19881, second industrial 

divide (Piore and Sabel, 1984), network society (Castells, 

1996), even post-capitalist society (Drucker, 1993), to 

mention just a few terms that attempt to describe the 

condition after the identification of the change (Beniger, 

1986). More specifically, regarding the area of industrial 

work organization, a multiplicity of perspectives and 

paradigmatic views dominated the discussion depending on 

the specific authors in question (e .g .  see Liker et al, 

1999:585). As a response to the crisis of the old, Fordist 

economy, there are also a few models suggested, which are 

related more closely to the mode of production and work 

organization. These models are the post-industrial model, 

the flexible specialization model, the lean production 

model and the neo-Fordist model (Smith, 2û00:8-29). 

In this thesis, we will not get into the debate on 

which term describes best the new industrial reality, 

neither will we devote space in outlining what every 



perspective says. What we will do here is to try to 

construct an ideal type of the new industrial 

paradigm/program at the mes0 level of the factory 

organization\ examine it as such, and state and develop our 

argument within specific analytic frameworks. Critics of 

the post-Fordist theory have taken issue with its one-sided 

attention to markets and technologies, and its consequent 

neglect of the normative and ideological influences that 

shape managerial practices (Vallas, 1999:69) .  Therefore, 

the focus of Our analysis will be at the level of the HFP 

and the way post-Fordist management deals with it and 

compares ro previous paradigms. 

Let us now refer to some general and generally 

accepted views by various authors, in their 

characterization of the post-Fordist econorny, We have to 

mention here again that these characteristics are not found 

to the same degree everywhere in the world (see for example 

Barchiesi, 1998, a case study of the South African Motor 

industry where Fordist and post-Fordist elements CO-exist), 

and that this is an ideal type of the new paradigm. Then, 

we will rnove on and refer to the ways and solutions that 

~e might cross the lines arnong the micro, rneso and rnacro ievels at tirnes. Besides, the three 
levets are connected and interreiated and the crossing of their Iimits is rather irnposed, inevitable 
and appropriate, as well. 



t h e  pos t -Fo rd i s t  paradigm has  t o  o f f e r  r ega rd ing  t h e  HFP, 

a s  developed by advoca tes  of  post-Fordism. 

The c h a r a c t e r i s t i c s  o f  t h e  pos t -Fo rd i s t  paradigm o f  

work a r g a n i z a t i o n  have been i d e n t i f i e d  and c r y s t a l l i z e d  

through t h e  comparison between t h e  o l d  F o r d i s t  and th,  - new 

p o s t - F o r d i s t  c o n d i t i o n .  Thus, t h e  fo l lowing  e lements  (see 

R i t z e r ,  2000:182) have been a t t r i b u t e d  t o  t h e  l a t t e r :  

Dec l in ing  i n t e r e s t  i n  mass p roduc t s  and growinq 

i n t e r e s t  i n  more customized and s p e c i a l i z e d  products ,  a s  

opposed t o  t h e  mass product ion  of  homogenous products  t h a t  

c h a r a c t e r i z e  Fordism. 

S h o r t e r  p roduct ion  runs .  Huge Fordist f a c t o r i e s  

producing uniform products  a r e  r ep l aced  wi th  s m a l l e r  p l a n t s  

t u r n i n g  o u t  a  wide range o f  p roducts .  

F l e x i b l e  product ion .  New more advanced t echno log ie s  

a r e  r e p l a c i n g  t h e  i n f l e x i b l e  F o r d i s t  t e chno log ie s ,  such as 

t h e  assembly l i n e .  

More capab le  workers.  Pos t -Ford is t  systems r e q u i r e  

more from workers t h a n  was r e q u i r e d  from t h e i r  

p redsces so r s .  For example, workers need more d i v e r s e  s k i l l s  

and b e t t e r  t r a i n i n g  t o  handle  more demanding and more 

s o p h i s t i c a t e d  material t echno log ie s .  These new t echno log ie s  

r e q u i r e  workers who can  handle  more r e s p o n s i b i l i t y  and 



o p e r a t e  w i th  g r e a t e r  autonomy. Th i s  i s  a q a i n  i n  o p p o s i t i o n  

t o  t h e  p rev ious  i d e a l  workers o f  Taylor ism.  

G r e a t e r  d i f f e r e n t i a t i o n .  A s  pos t -Fo rd i s t  workers 

becorne more d i f f e r e n t i a t e d ,  t hey  come t o  want more 

d i f f e r e n t i a t e d  commodities, l i f e s t y l e s ,  and c u l t u r a l  

o u t l e t s .  I n  o t h e r  words, g r e a t e r  d i f f e r e n t i a t i o n  i n  t h e  

workplace l e a d s  t o  g r e a t e r  d i f f e r e n t i a t i o n  i n  t h e  s o c i e t y  

a s  a whole. The r e s u l t  is more d i v e r s e  demands from 

cuscorners and t h u s  g r e a t e r  d i f f e r e n t i a t i o n  i n  t h e  

workplace . 
These a r e  t h e  main c h a r a c t e r i s t i c s ,  a cco rd ing  t o  

R i t z e r ,  t h a t  mark t h e  new pos t -Fo rd i s t  mode of p roduc t ion .  

Now w e  w i l l  r e f e r  s p e c i f i c a l l y  t o  t h e  HEP and t o  t h e  c l a ims  

o f  s u p p o r t e r s  o f  t h e  p o s i t i v e  outcomes of t h e  pos t -Fo rd i s t  

work o r g a n i z a t i o n ,  a s  w e l l  a s ,  t h e  t echn iques  th rough  which 

t h e s e  outcomes can  be ach ieved .  

I t  seems t h s t  t h e  new pos t -Fo rd i s t  program has  a  new 

s o l u t i o n  t o  sugges t ,  r e q a r d i n g  t h e  HFP. More s p e c i f i c a l l y ,  

i t  promises t o  a d d r e s s  i s s u e s  such a s  s k i l l i n g / d e - s k i l l i n g ,  

p r o d u c t i v i t y ,  workplace democra t i za t i on ,  job  s a t i s f a c t i o n ,  

s u r v e i l l a n c e / p r i v a c y ,  and management/union r e l a t i o n s .  

Behind a l 1  t h o s e  i s s u e s  l i e s  the HFP and i ts impending 

c o n f r o n t a t i o n .  Suppor t e r s  o f  t h e  program c l a i m  t h a t  it 

produces  p o s i t i v e  outcomes r ega rd ing  t h e  above i s s u e s .  I n  



o t h e r  words, t h e  p o s t - F o r d i s t  work o r g a n i z a t i o n  appears  t o  

c o n t r i b u t e  t o  t h e  u p - s k i l l i n g  of t h e  workers,  a n  i n c r e a s e  

i n  p r o d u c t i v i t y ,  democra t ize  t h e  workplace (empowerment 

t h e s i s ) ,  i n c r e a s e  job  s a t i s f a c t i o n ,  p r o t e c t  workers'  

p r ivacy ,  and enhance c o o p e r a t i o n  between management and 

workers '  unions .  A s  mentioned be fo re ,  new management 

t e chn iques  have been in t roduced  i n  t h e  pos t -Fo rd i s t  

workplace t h a t  w i l l  e n s u r e  t h e  s o l u t i o n  of  t h e  HFP. Such 

t echn iques  i n c l u d e  T o t a l  Q u a l i  t y  Management (TQM) ' ( s e e  

Noori, 1990:  186; Webb, 1996:251; Paniagua & J u l i a n ,  l 9 9 9 ) ,  

s e l f - r e g u l a t i o n  of  t h e  workers,  t r a i n i n g  and i n c r e a s e  of 

t h e  t e c h n i c a l  s k i l i s  of  t h e  workers,  employee p a r t i c i p a t i o n  

i n  problem-soiving,  promocion of  group 2nd team work, etc. 

(Sorensen,  1996:1011 (Also,  see fo l l owing  c h a p t e r s ) .  

The development of  t h e s e  new management t e chn iques  is 

a r e s u l t  o f  t h e  not-yet-autonomous c h a r a c t e r  o f  t h e  

m a t e r i a l  t e chno log ie s  o f  p roduc t ion ,  The t o t a l  automat ion 

of  t h e  produc t ion  p r o c e s s  canno t  be  ach i eved  - t h e  r ea sons  

f o r  t h a t  a r e  less t e c h n o l o g i c a l  and more s o c i o p o l i t i c a l  - 

and t h e  p roduc t ion  p r o c e s s  h a s  t o  i n c l u d e  humans. Also,  as 

s t a t e d  be fo re ,  t h e s e  new management t e chn iques  a r e  i n  

TQM is the culture of an organization cornmitted to customer satisfaction through continuous 
improvement. More specifically. the TQ Concept means: integrating the quality development, the 
quality maintenance, and quality improved efforts of various groups in an organization so as to 
enable marketing, engineering, production and service at the most econornical levels which allow 
for full customer satisfaction (Noori, 1990:186), 



response to the emergence of a new type of industrial 

worker with increased technical skills and knowledge. 

By looking at the automobile industry, we will examine 

the character of the new management techniques as the 

answer of the posc-Fordist program to the HFP. We will 

examine one by one che post-Fordist claims mentioned above, 

we will critically assess them, and we will try to develop 

and support our argument. We will present changes in the 

management techniques as an attempt to solve the HFP. Also, 

we will argue that despite al1 the changes that took place 

nistorically and the claims of gradua1 humanization of the 

workplace by management, 'at a deeper philosophical level 

the perception of the worker as part of the industrial 

production process remains the same throughout history. In 

this sense, we argue that the new management techniques 

that came about, with a whole new discourse and literature 

that support it, do not differ much £rom the former 

"exploitative" program by Taylorist management. Post- 

Fordist management has the same goal as the Taylorist one. 

To create a certain type of worker, implement the new 

standards of industrial production, integrate/assimilate 

workers in the process, and effectively control them. In 

other words, solve the HFP. We do not claim here that the 

HFF has not found a solution. Post-Fordist management 



techniques did s a l v e  it as all the former paradigms did. 

However, the i s s u e  that remains unresolved and neglected is 

at what cost did the HFP find a solution? In other words,  

how does t h e  a t t e m p t  t o  solve t h e  HFP affect workers?  These 

k i n d s  of issues will engege our incerests in the remaininq 

parts of t h i s  t h e s i s .  

It needs to be specified here t h a t  t n e  s t u d y  of t h e  

automative industry in this t h e s i s  must not  be considered 

as a c a s e  study per se.  It has been chosen for the season 

t h a t  t h e  automotive inaustry is where the changes and the 

evolutions that we described before a p p e a r  and have been 

a p p l i e d  in r h e i r  t o r a l i c y .  



The changes  i n  i n d u s t r i a l  work o r g a n i z a t i o n ,  a s  we 

ment ioned i n  t h e  p r e v i o u s  c h a p t e r ,  are a s s o c i a t e d ,  tirne- 

wise and  c o n t e x t u a l l y ,  w i t h  t h e  d e b a t e  a round  changes  a t  

t h e  macro l e v e l  o f  s o c i e t y .  T h i s  c h a p t e r  is d i v i d e d  i n t o  

two p a r t s .  I n  t h e  f i r s t  p a r t  we b r i e f l y  p r e s e n t  t h e  c u r r e n t  

i s s u e s / d e b a t e s  t h a t  a r e  r e l a t e d  t o  changes  i n  t h e  work 

o r g a n i z a t i o n  paradigm and how t h e s e  i s s u e s  c a n  be  

a s s o c i a t e d  w i t h  t h e  HFP. Thus, w e  d e a l  w i t h  t h e  up- 

s k i l l i n g / d e - s k i l l i n g  i s s u e ,  t h e  empowerment t h e s i s ,  t h e  

change i n  union-management r e l a t i o n s h i p  and  t h e  i s s u e  o f  

workers '  p r i v a c y .  I n  t h e  second  p a r t  o f '  t h e  c h a p t e r  w e  d e a l  

w i t h  t h e  changes  a t  a s o c i e t a l  l e v e l .  We w i l l  t r y  t o  r e a c h  

some c o n c l u s i o n s  c o n c e r n i n g  t h e  p r e s e n t  form o f  s o c i e t y  i n  

l i g h t  o f  changes  i n  t h e  work o r g a n i z a t i o n  paradigm and  

post -Fordism's  a t t e m p t  t o  s o l v e  t h e  HFP. 

3.1  SKILLS 

One o f  t h e  most  d i s c u s s e d  i s s u e s ,  i n  l i g h t  o f  t h e  

changes  i n  t h e  work o r g a n i z a t i o n  paradigm, i s  t h a t  o f  

workers '  s k i l l s .  The u p - s k i l l i n g / d e - s k i l r i n g  d e b a t e  is a 

fundamenta l  one  advanced t o  legitimate o r  t o  a n a t h e m a t i z e  

t h e  new c o n d i t i o n  i n  t h e  p o s t - F o r d i s t  workplace .  The i s s u e  

i n  q u e s t i o n  r e f e r s  t o  w h e t h e r  t h e  new work o r g a n i z a t i o n  



parzdigm with its application of advanced information 

technologies (IT) increases or decreases the skills of 

workers. The relevant accounts given by scholars are 

divided. Some argue that flexible manufacturing calls for 

flexible multi-use equipment, which in turn requires 

employees to acquire a broad range of skills to master the 

variety of tasks (Bemrnels & Reshef, L991:235), and others, 

the advocates of the de-skilling thesis, argue the exact 

opposite, deriving their position from elaboration of 

Braverman's Labour and Monopoly Capi t a1  ( 1 9 7 4 )  , However, 

the debate over workers' skills begins with the definition 

of skill. There are various definitions t h a c  have been 

given to skiil, some of which are more encompassing than 

others. Two major perspectives have been developed 

regarding the issue of the definition of skill. These are: 

the task-analyt ic  approacn and the social d e t e r m i n i s t i c  

view. 

Task analysis assumes that ski11 is an objective 

aspect of a job and can be measured scientifically 

(Attewell, 1992:50) .  Rating the complexity of the job's 

tasks on dimensions and then determining the overall skill 

entailed in the job by calculating the average complexity 

of these various dimensions or a weighted sum of the score 



for each dimension, the measurement of a job's skill level 

can be achieved ( ibid. ) . 

The social deterministic view, on the other hand, 

makes a distinction between the Fdea of skill and the idea 

of a skilled job, by saying that in the first câse, one 

focuses on aptitudes and the cornplexity of particular tasks 

and the skill needed to perform each task, while the second 

case concerns an occupation that is socially labeled and 

remunerated as a "skiiled job" (ibid: 4 9 )  , Therefore, 

according to the social detsrmination view, skill is not 

only an objective measure of ï h e  complexity of certain 

tasks, but it is also an attribuce of jobs, an attribute 

governed by complex political struggles in the workplace 

(ibid:50). 

In conclusion, it seems that the key debate between 

task analysts and social determinists over the definition 

of skill, is related to the question of whether having 

strategic power in the workplace can allow an occupation ta 

attain a skilled status, even if there is no underlying 

"real" skill in its execution (ibid: 5 1 )  . Also, the social 

deterministic view shows that changes in the skill levels 

are not only due to changes in the levels of technology, 

rather they result from a more complex process where many 



s o c i a l ,  p o l i t i c a l ,  economic and c u l t u r a l  f a c t o r s  a r e  

involved  . 
L e t  us  now proceed t o  t h e  u p - s k i l l i n g / d e - s k i l l i n g  

deba te  and b r i e f l y  o u t l i n e  t h e  major arguments p re sen ted  by 

t h e  advoca tes  o f  each s i d e  and o f f e r  some cornmentary on 

t hem. 

The u p - s k i l l i n g  t h e s i s  advoca tes ,  who d e r i v e  t h e i r  

p o s i t i o n  from t h e  works of Blauner(1964)  and 

Woodward(l958), have advanced arguments t o  suppor t  t h e i r  

c la im t h a t  t h e  new work c o n d i t i o n s  tend t o  i n c r e a s e  t h e  

o v e r a l l  s k i l l  l e v e l  of  t h e  workforce.  T h e i r  f i r s t  argument 

r e f e r s  t o  t h e  n a t u r e  of technology a s s o c i a t e d  wi th  t h e  

p r e s e n t  systern of product ion .  They argue t h a t  t h e  new 

advanced cornputer technology i s  about  t o  change t h e  

t r a d i t i o n a l  work p r a c t i c e s  of  Taylor ism t h a t  r e q u i r e  few 

s k i l l s  from wcrkers (Smith, 2000:41). A second argument 

r e f e r s  t o  u p - s k i l l i n g  a s  a pu r suab le  g o a l  f o r  f irrns i n  

o r d e r  f o r  them t o  f l o u r i s h  i n  t h e  c o n t e x t  o f  t h e  new 

economy. Firms o p e r a t e  i n  a cornpet i t ive  and eaer-more 

r a p i d l y  changing environment.  Enhancing t h e  s k i l l  l e v e l s  o f  

t h e  workers i n c r e a s e s  t h e  chances  o f  a f i r m  t o  s u r v i v e  i n  

t h i s  environment.  Thus, it i s  i n  t h e  r a t i o n a l  s e l f - i n t e r e s t  

of  managers t o  ensu re  t h a t  t h e  s k i l l  l e v e l s  of  t h e  workers 

w i l l  rise, which is  a l s o  i n  t h e  i n t e r e s t s  o f  t h e  workers 



(Smith,  2000 : 44 )  . I n  t h i s  view, everybody is  happy and 

workers work wi th  c a p i t a l  t o  pursue  t h e i r  interests,  which 

l i e  r i q h t  nex t  t o  t h o s e  of  t h e  owners and c o n t r o l l e r s '  of 

t h e  means of p roduc t ion .  A t h i r d  argument, f i n a l l y ,  r e f e r s  

t o  t h e  l a c k  o f  e n p i r i c a l  ev idence  t o  s u b s t a n t i a t e  such a  

t r e n d  of a rise i n  t h e  d e - s k i l l e d  workforce ( i b i d . ) .  

The f i r s t  argument about  t h e  n a t u r e  of  t h e  technoloqy 

a s s o c i a t e d  wi th  t h e  new work o r q a n i z a t i o n  paradigrn i s  a 

t y p i c a l  c a s e  of  t e c h n o l o g i c a l  determinisrn, a  f a c t  t h a t  

renders  i t  weak. The new advanced c o m p t e r  ïechnoloqy w i l l  

set humanity f r e e  frorn a l 1  i t s  problems, i n c l u d i n g  ones i n  

t he  a r e a  of worK. However, t h e  second 2 x i  t h e  t h i r d  

arguments a r e  indeed ve ry  powerful .  The r e l a t i o n s h i p  

between f i rms  and workers'  unions g i v e s  a  b a s i s  f o r  t h e  

argued "commonn i n t e r e s t s  o f  c a p i t a l  and workers,  a s  w e  

w i l l  see l a t e r  on. Also,  t h e  l a c k  of  ev idence  which shows 

d e - s k i l l i n q  of  t h e  workforce i s  used by t h e  advoca tes  of  

u p - s k i l l i n g  t o  prove t h e i r  p o i n t .  Neve r the l e s s ,  t h e r e  is 

evidence t o  be found from many s t u d i e s  i n  v a r i o u s  c o u n t r i e s  

cha t  s u g g e s t s  an  i n c r e a s e  i n  t h e  o v e r a l l  s k i l l  l e v e l  o f  

workers. P e t e r  C a p p e l l i  (1993)  f o r  example, by us ing  d a t a  

ob ta ined  from 56,000 U S  p roduc t ion  workers o v e r  an  e i g h t -  

year pe r iod ,  s u g g e s t s  a  s i g n i f i c a n t  u p s k i l l i n g  o f  

p roduct ion  jobs .  C a p p e l l i  a l s o  s u g g e s t s  t h a t  n o t  o n l y  has  



each job exper ienced  u p s k i l l i n g  bu t  a l s o  t h e  ove ra l l  

d i s t r i b u t i o n  o f  product ion  jobs has s h i f t e d  away £rom a 

less s k i l l e d  c o n t e n t  t o  a more s k i l l e d  one ( C a p p e l l i  & 

Rogovs ky, 1994  : 211) . I n  Canada, t h e  Working With Tîchnology 

Survsys (McMullen, 1996)  a l s o  sugges t s  i n c r e a s e  of s k i l l s  

and e s p e c i a l l y  i n  ê s t ab l i shmen t s  with t h e  h ighesc  use  o f  

in format ion  t echno log ie s .  

On t h e  o t h e r  hand, t h e  d e - s k i l l i n g  t h e s i s  a rgues  t h a t  

t h e  p re s su res  of c a p i t a l  accumulation r e l e n t l e s s l y  f o r c e  

employees to simplify t h e  l a b o u r  of s k i l l e d  rnznual and 

"mental" occupat ions ,  and t o  s e p a r a t e  t h e  two, u s ing  new 

t echno log ie s  t o  t r a n s f e r  product ion  knowledge i n t o  t h e  

hands of managerial  employees ( V a l l a s  & B ~ c k ,  1996:3411. I n  

o t h e r  words, management aims a t  t h e  d e - s k i l l i n g  o f  t h e  

workforce i n  o r d e r  ï o  c o n t r o l  e a s i l y  workers by t r e a t i n g  

them a s  r e p l a c e a b l e  p a r t s  o f  t h e  product ion  p rocess  (Smith,  

2000:34-35) .  The responses  t h a t  t h e  d e - s k i l l i n g  t h e s i s  

advoca tes  g i v e  t o  t h e  arguments o f  t h e  pos t -Ford i s t  

l i t e r a t u r e  a r e  a l s o  very  s t r o n g .  They say  t h a t  t h e r e  is  a 

d i f f e r e n c e  between " job enlargement" and 'job enrichment", 

t h a t  is, between "mul t i task ing"  and " m u l t i s k i l l i n g "  

(Menzies, 1996: 9 4 )  . Canadian workers i n  t h e  

telecornmunication i n d u s t r y ,  f o r  example, can e a s i l y  

i d e n t i f y  t h a t  d i f f e r e n c e  i n  t h e  workplace and t h e y  i n s i s t  



that their jobs are indeed degraded: 'Instead of putting 

six capacitors in, we can now put six resistors in. Big 

deal!" (ibid.). Another example that supports this argument 

is the study conducted by Bob Russell (1997) of the 

University of Saskatchewan. Russell compares two companies 

in the soft rock potash mining and milling industry. 

Although these companies share a common technology, 

relations with the same union, membership of almost 

identical number and composition, and the same product 

market, they differ with respect to the  labour force 

management strategies that are ernployed. One firm remains 

committed to traditional employment relations, including 

scientific management and bureaucraïic authority, while the 

other is based on post-iordist production relations. With 

respect to the labour process impacts, in the Company that 

employs post-Fordisr techniques, Russell's evidence clearly 

cornes down on the "multitasking", as opposed to 

"multiskilling", side of the debate (Russell, 1997 : 49) . 
Another argument of the deskilling thesis states that 

since "skill" has been conceptualized and measured in 

diverse ways (see Hughes & Lowe, 2000:32), many of the 

empirical studies that show increase in the overall skill 

levels of the workforce, count work as skilled that ought 

no t  to be counted as such (Smith, 2000:47), 



F i n a l l y ,  workers may spend more t i m e  i n  f r o n t  o f  

computer s c r e e n s  b u t  managers f a i l  t o  p r o v i d e  o p e r a t o r s  

w i t h  a c c e s s  t o  cornprehensive i n fo rma t ion  r e g a r d i n g  t h e  

e n t e r p r i s e .  Under t h e s e  c i rcumstances ,  work wi th  computers 

i s  n e i t h e r  more i n t e r e s t i n g  nor  more s k î l l e d  ( i b i d : 3 6 ) .  

However, t h e r e  is a tendency t h a t  s h i f t s  t h e  focus  

from the  workers-management r e l a t i o n s h i p  and p l a c e s  i t  a t  

a n o t h e r  l e v ~ l .  With t h e  i n t r o d u c t i o n  of  numer i ca l l y  

c o n t r o l l e d  machines i n  US workplaces ,  a s  David Noble ( 1 9 8 4 )  

conc ludes ,  s k i l l s  t h a t  were p r e v i o u s l y  embodied i n  t h e  

worker a r e  now o b j e c t i f i e d  i n  t h e  machine. Also,  Harley 

Shaiken ( 1 9 8 4 ) ,  i n  h i s  s t u d y  on t h e  i n t r o d u c t i o n  of 

numer i ca l l y - con t ro l l ed  machine t o o l s  i n  US f a c t o r i e s ,  

a rgues  t h a t  numerical  c o n t r o l ,  i n v o l v e s  t r a n s f e r r i n g  the 

c o n t r o l  of a machine from a s k i l l e d  worker t o  a 

preprograrnrned set  of i n s t r u c t i o n s  ( 4 7 ) .  T h i s  is a  

d i s advan tage  no t  only f o r  t h e  workers  b u t  f o r  t h e  

management as w e l l ,  s i n c e  t h e  t a s k  o f  c o n t r o l  o f  t h e  

workers i s  now executed  by t h e  machines and n o t  t h e  

management i t s e l f .  We w i l l  expand more on t h e  i s s u e  of 

skills i n  o u r  nex t  c h a p t e r  when w e  dea l  with the c a s e  of  

t h e  automobi le  i n d u s t r y .  



3.2 DEMOCRATIZATION AND EMPOWERMENT 

Another major issue that dominates the discussion 

about the new industrial work organization paradigm is the 

so-called "~mpowerment thesis". The empowerment thesis is 

associated with the promise of a more democratic workplace 

that offers autonomy and control to employees. Empowerment 

is defined as "the belief that new forms of work 

organization are overturning traditional managerial 

structures and returning control to employees" (Harley, 

1999:41). Although the notion of empowerment has been 

defined in various ways (for some examples, see ibid.431, 

its main argument is that the new management techniques, 

such as Total Quality Management (TQM), teamwork groups, 

consultative committees, etc. appear to increase production 

and give workers more autonomy and control over the 

production process. In other words, with this "win-win" 

outcorne everybody is happy (see ibid.42; Parker & 

Slaughter, 1995: 42) . 
The empowerment thesis has been criticized a lot and 

it is considered to be a myth by many authors- Harley 

(1999), for instance, argues that the empowerment 

techniques represent relatively minor modifications to 

dominant, pre-existing, organizational forms and practices, 

and fa11 a long way short of a 'paradigm shiftr or the 



emergence of  the ' po s t -bu reauc ra t i c  o r g a n i z a t i o n '  (Harley,  

1999:44) .  Also,  cr i t ics  s u g g e s t  t h a t  t h e r e  is Little 

ev idence  t h a t  t h e  new management t e chn iques  prov ide  workers 

w i th  i n c r e a s e d  power o r  i n f l u e n c e  ( i .e .  Cunningham e t  a l .  

1996) .  F ind ings  from v a r i o u s  workplaces s u p p o r t  t h i s  view. 

C o l l i n  Hales  ( 2 0 0 0 ) ,  f o r  example, p r e s e n t s  ev idence  from 

s t u d i e s  o f  h o t e l  companies, a theme park,  chemica ls  and 

te lecommunicat ions  manufactur ing p l a n t s ,  where empowerment 

programs were in t roduced .  Th i s  ev idence  s u g g e s t s  t h a t  t h e r e  

a r e  b i g  c o n t r a s t s  between t h e  empowerment r h e t o r i c  and what 

happens i n  r e a l i t y  ( 5 0 5 ) .  A ~ s o ,  a s t u d y  based on t h e  1995 

A u s t r a l i a n  Workplace I n d u s t r i a l  R e l a t i o n s  Survey,  which  

surveyed around 20,000 empioyees and 2,000 workplaces ,  

concluded t h a t  management p r a c t i c e s  a s s o c i a t e d  w i t h  

empowerment do n o t  c o n t r i b u t e  t o  workers'  autonomy (Harley,  

1999:53) .  O t h e r  a u t h o r s  s u g g e s t  t h a t  empowerment may be 

a s s o c i a t e d  w i th  work i n t e n s i f i c a t i o n .  Legge (1995) f o r  

example, s u g g e s t s  t h a t  t h e  r h e t o r i c  o f  empowerment t h a t  "we 

are a l 1  managers" might be  recognized  a s  a "mask" o f  t h e  

i n t e n s i f i c a t i o n  and cornmodification o f  l a b o u r  ( 3 2 5 )  - 
Thompson & McHugh (1995) a l s o  r e p o r t  on s t u d i e s ,  which 

showed that t e chn iques  such  as T o t a l  Q u a l i t y  Management a r e  

gea red  towards e l i m i n a t i n g  s l a c k  and was te  i n  t h e  system, 

and workers have r e p o r t e d  t h a t  " emp~wermen t~  involved  



c o n s i d e r a b l y  ha rde r  work (188). F i n a l l y ,  r ega rd ing  

e x c e l l e n c e  i n  product ion  a s  a s s o c i a t e d  with  t h e  empowerment 

t h e s i s ,  it i s  argued t h a t  t h i s  does no t  mean t h e  a b i l i t y  t o  

produce a more d u r a b l e  o r  envi ronmenta l ly  r e s p o n s i b l e  

product ,  and it does  no t  mean provid ing  b e t t e r  s e r v i c e .  The 

companies d e f i n e  e x c e l l e n c e  l a r g e l y  i n  systems terms: 

f a s t e r ,  cheaper ,  e q u a l s  b e t t e r  (Menzies, 1996: 107 )  . 

I n  r e l a t i o n  t o  t h e  HFP, t h e  "empowe-ment t h e s i s " ,  

g iven  t h e  e x i s t i n g  ev idence  t h a t  r e f u t e s  it, can be seen a s  

an  atternpt f o r  promotion and i e g i t i m a t i o n  of t h e  new pos t -  

F o r d i s t  management techniques .  

3.3 UNION-MANAGEMENT R E L A T I O N S H I P  

Another r e l a t i o n s h i p  t h a t  has  been cha l l enged  and 

t ransformed with  t h e  change i n  t h e  work o r g a n i z a t i o n  

paradigm i s  t h a t  of management-union r e l a t i o n s h i p .  The 

workersr p a r t i c i p a t i o n  programs t h a t  aim t o  d e c e n t r a l i z e  

d e c i s i o n  making w i t h i n  t h e  f i r m  have changed union- 

management r e l a t i o n s h i p  ( F r o s t ,  2000:265) .  With changes i n  

t h e  economic and s o c i a l  working environments,  it is argued 

t h a t  an e r a  o f  coope ra t ion  is  now needed (Kochan e t  a l . ,  

1986;  Heckscher, 1988;  Bluestone & Bluestone,  1 9 9 2 ) .  

T r a d i t i o n a l l y ,  unions have been t h e  o rgan ized  f o m  o f  

r e p r e s e n t a t i o n  o f  t h e  workers i n  t h e  c o n f l i c t  o f  i n t e r e s t s  



between c a p i t a l  and labour ;  it is  t h e  r i g h t  and need o f  

workers t o  have a  vo ice  i n  d e c i s i o n s  a f f e c t i n g  t h e i r  jobs  

( P e r l i n e ,  1999: 1 4 8 )  . However, i n  t h e  new pos t -Ford i s t  

environment,  t h e  l a b o u r - c a p i t a l  c o n f l i c t  appears  t o  be more 

s e t t l e d  i f  no t  overcome. The new r e l a t i o n s h i p ,  

çchema t i ca l ly ,  appears  t o  be a s  fol lows:  management has  

sought  t o  g e n e r a t e  worker and union cornmitment t o  i ts g o a l s  

( lower  c o s t ,  h ighe r  p roducc iv i ty ,  h ighe r  q u a l i t y )  and i n  

exchange it c la ims  t o  provide  g r e a t e r  employment s e c u r i t y ,  

g r e a t e r  worker autonomy and more en joyable  work ( F r o s t ,  

2000:265) . 

This  a t t empt  of management t o  approach unions,  even 

though i t  seems a s  a  p e r f e c t  s o l u t i o n  t h a t  p u t s  an end t o  

t h e  c a p i t a l - l a b o u r  c o n f l i c t ,  h a s  been h o t l y  debated. The  

major argument is t h a t  t h i s  new management-union 

r e l a t i o n s h i p  w i l l  result i n  t h e  weakening of  union 

ba rga in ing  power and u l t i m a t e l y  t h e  undermining of t h e  

unions v e r y  survivai ,  and qrowth a s  an i n s t i t u t i o n  o f  worker 

r e p r e s e n t a t i o n ,  and a s  a  f o r c e  o f  s o c i a l  change ( i b i d :  265- 

2 6 6 ) .  I n  o t h e r  words, t h e  r e c o n s t i t u t e d  management-union 

r e l a t i o n s h i p  w i l l  mark t h e  beginning  o f  t h e  real 

subsurnption o f  l abour  t o  c a p i t a l .  

A r e s u l t  of t h e  new union-management r e l a t i o n s  is a  

g e n e r a l  d e c l i n e  i n  un ion iza t ion .  I n  t h e  US f o r  example, and 



in Canada but not to the same degree, the past two decades 

have witnessed a significant decline in unionization 

(Riddell, 1993:2) . Union density also declined during the 

1980s in a number of other countries - including Japan, the 

Netherlands, Italy and the United Kingdom (ibid). This 

general decline in union rnembership is evidence that unions 

Lose theFr significance as the representative of the 

workers and it also loses of its bargaining power. More 

recent measures, however, reveal a slight increase in union 

msmbership in the service sector. In the US, for instance, 

in the period 1999-2000, although the vast majority of 

service workers remain unorganized, union density increased 

from 5.5 to 5.6 percent (Union Membership in 2000 - UAW web 

page) . 

The new management-union relationship represents an 

angle of the organized attempt of the post-Eordist program 

to solve the HEP. We must mention here that management's 

attempt at gaining worker's cooperation, even though it 

appears more intense, successful and redefined after the 

introduction of post-Fordist organizational foms and the 

use of powerful information technologies (Castells, 

1996:278), has had a long history. The formation of Whitley 

Councils (named for J.H. Whitley, chairman of the 

investigatory committee from 1916 to 1919, who recommended 



t h e i r  fo rmat ion)  and J o i n t  Product ion Committees i n  B r i t a i n  

du r ing  both  W W I  and WWII, r e s p e c t i v e l y ;  t h e  Labour- 

Management Committees under t h e  War Product ion Board i n  the 

US du r ing  both  world wars and v a r i o u s  p r o f i t - s h a r i n g  p l a n s  

and human r e l a t i o n s  p r o j e c t s  and experiments  d u r i n g  e a r l y  

1900s, a r e  a  few examples (Giordano, 1992:8)  . 

3.4  SURVEILLANCE AND PRIVACY 

Another i s s u e  t h a t  emerges i n  t h e  c o n t e x t  of new 

technology and t h e  workplace i s  workers'  p r ivacy .  The i s s u e  

i c s e l f  i s  not  r e c e n t  and i t  has  i ts  r o o t s  back i n  t h e  

Seqinning of  t h e  n i n e t e e n t h  cen tu ry  when Jeremy Bentham and 

Robert Owen developed t echn iques  of s u r v e i l l a n c e  of workers 

f o r  che improvement of  p roduct ion  (Rule,  1996:66). However, 

w i th  t h e  development of " i n t e l l i g e n t m  s u r v e i l l a n c e  

t echno log ie s  and t h e  r e c o n s t r u c t i o n  of  t h e  o r g a n i z a t i o n  of 

work, t h e  problem of  workers'  p r ivacy  appears  now 

r e c o n s t i t u t e d .  

With t h e  t r a n s i t i o n  t o  post-Fordism, a s  w e  have seen,  

a  change occur red  i n  management techniques  a long  wi th  the  

i n t r o d u c t i o n  of  computer t e c h n o l o q i e s  i n  product ion .  These 

t echno log ie s  a r e  p rov id ing  ample ground f o r  

r e i n t e r p r e t a t i o n  o f  t h e  boundar ies  between a p p r o p r i a t e  and 

i n a p p r o p r i a t e  management p r a c t i c e s  (Smith H . J . ,  1994:200) - 



With t h i s  t r a n s i t i o n ,  a  q u e s t i o n  is  r a i s e d  a s  t o  whether o r  

n o t  workers '  p r ivacy  i s  be ing  invaded.  There i s  much 

ambigui ty  r ega rd ing  which t y p e s  of d a t a  a r e  a p p r o p r i a t e  f o r  

a n  employer t o  c o l l e c t  befors and d u r i n g  t h e  employment 

r e l a t i o n s h i p  ( i b i d . ) .  

During t h e  h i r i n g  p r o c e s s  employers can c o l l e c t  

i n fo rma t ion  about t h e i r  p o t e n t i a l  employees by u s ing  t h e  

à p p l i c a t i c n  t h a t  has  been submi t ted ,  r e s u l t s  of medical  

examina t ions ,  r e f e r e n c e s ,  employrnent h i s t o r y ,  employmenc 

aqency a p p l i c a t i o n s ,  etc. (see Gandy, 1996:139). However, 

ï h e  g r e a t e s t  concern f o r  t h e  workplace i s  t h e  c a s e  of  

s u r v e i l l a n c e  techniques  d u r i n g  t h e  produc t ion  p roces s ,  i n  

day-to-day jobs  (Smith H. J., 1994:201).  

Techniques,  t h a t  i n v o l v e  more t h a n  j u s t  one 

i n fo rma t ion  technology, a r e  be ing  used f o r  s u r v e i l l a n c e  

d u r i n g  t h e  produc t ion  p roces s .  These new t echn iques  o f  

s u r v e i l l a n c e  i n  t h e  workplace a r e  o f t e n  less o b t r u s i v e ,  b u t  

more i n v a s i v e  (Lyon, 1994:130). Examples of  such t echn iques  

a r e :  cornputerized t a s k s  t h a t  measure each  employeets  

p r o d u c t i v i t y ;  e l e c t r o n i c  badges t h a t  t r a c e  worke r r s  

l o c a t i o n  f o r  p h y s i c a l  t r a c k i n g  o f  t h e  employees (Smith 

H.J., 1994:201); p l a s t i c  ca rds ,  e l e c t r o n i c a l l y  s t o r e d  

f i n g e r p r i n t s ,  r e t i n a l  p a t t e r n s  o r  v o i c e  tests a r e  used by 

workers  t o  g a i n  e n t r y  t o  t h e  workplace o r  t o  a r e a s  w i t h i n  



it; bar-coding techniques allow employers to break down 

ernployee days into minute-by-minute allocatable hours for 

billing purposes, as well as, to rneasure efficiency; 

elec~ronic monitoring (Lyon, 1994:129-130), and many 

others. Al1 these surveillance methods reveal a trend in 

which the focus is more on the worker than on the work 

itself (Regan, 1996:21). 

Successful employee surveillance, however, cannot only 

be achieved chrough the increased use of information 

technologies. In other words, surveillance over workers 

cannot be absoiutely achieved through the development and 

increas~d use of advanced information technologies alone. 

The new information technologies of surveillance have to be 

seen along with the change in management techniques, both 

of which express the change in the work organization 

paradigm and the transition to post-Fordism. "Teamwork" is 

an example of a new management method that has been 

introduced in post-Fordist workplaces, and among other 

things, it contributes to the successful surveillance and 

control of the employees, in a less direct way, as we will 

see. Even though teamwork is considered a reversa1 of the 

Taylorist atternpts to isolate workers in time and space and 

standardize their activities (see Clegg, 1981), it can be a 

very sophisticated method of horizontal surveillance, 



which, while operating in norninally autonomous work teams, 

is enacted through group scrutiny (Sewell, 1998:410). This 

peer group scrutiny creates a s o ~ t  of self-disciplinary 

atmosphere within the team, which in Foucauldian terms, is 

achieved through the exercise of the so-called "biopower" 

!see ibid:404). In other words, teamwork can be seen as a 

technique of horizontal surveillance that aims at the 

subjugation of bodies and at the controlling and 

disciplining of workers (BurrelL, L998:Lg). As David Lyon 

explains: "workers typically find themselves more watched, 

n o t  just by managers but by workmates and, in a sense, by 

themselves" (Lyon, 1994 : 125-126) . 

The trend of increased workers' surveillance makes 

perfect sense, from the perspective of the post-Fordist 

management. The logic that the attempt of the solution of 

the HFP is based on, poses the need to collect as much 

information as possible regardinq workers' performance - 

it's the 'information society' after all. Al1 the collected 

information, then, is used in order to discipline, 

coordinate and control workers. 

3.5 PRODUCTIVITY 

Productivity is another current debate/issue 

associated with the new work organization paradigm of post- 



Fordism and t h e  HFP. The b a s i c  q u e s t i o n  r ega rd ing  t h i s  

i s s u e  is  t h i s :  a f t e r  a l 1  t h e  r e s t r u c t u r i n g  of t h e  mode of 

product ion ,  have w e  wi tnessed  an i n c r e a s e  i n  p r o d u c t i v i t y  

l e v e l s  o r  no t?  Th i s  ques t ion ,  a s  easy a s  it might seem, is 

no t  t h a t  ea sy  t o  answer a f t e r  a l l .  The d i f f i c u l t y  of t h i s  

q u s s t i o n  r e s t s  upon t h e  f a c t  t h a t  l e v e l s  of p r o d u c t i v i t y  

a r e  no t  e a s i l y  rneasurable, e s p e c i a l l y  a f t e r  t h e  

r e o r g a n i z a t i o n  of work, t h e  creation of new t a s k s  and t h e  

i n t r o d u c t i o n  of new informat ion  cechnology. The re fo re ,  t h e  

inadequacy of  economic s t a t i s t i c s  t o  c a p t u r e  movements i n  

t h i s  new type  of economy, has  l e d  t o  measures, a s  ev idence  

r e v e a l s ,  t h a t  show a p r o d u c t i v i t y  slowdown f o r  t h e  l a s t  two 

decades,  e s p e c i a l l y  i n  t h e  s e r v i c e  s e c t o r  ( C a s t e l l s ,  

1996:78).  I n  t h e  manufactur ing s e c t o r ,  however, t h e  c a s e  

appears  t o  be  comple te ly  d i f f e r e n t .  I n  c o u n t r i e s  such as 

t h e  US and Japan, p r o d u c t i v i t y  l e v e l s  i n  t h e  manufactur ing 

s e c t o r  have i n c r e a s e d  d r a m a t i c a l l y  i n  1979-89 p e r i o d  and 

even more d u r i n g  t h e  1990s and e s p e c i a l l y  i n  t h e  s e c t o r s  

t h a t  i nc lude  e l e c t r o n i c s  manufactur ing ( ib id :79 -80 ) .  Th i s  

d i f f e r e n c e  between t h e  s e r v i c e  s e c t o r  and t h e  manufactur ing 

s e c t o r ,  it is argued,  i s  due t o  t h e  d i f f i c u l t y  i n  measuring 

p r o d u c t i v i t y ,  e s p e c i a l l y  i n  wh i t e - co l l a r  occupa t ions  i n  t h e  

s e r v i c e  s e c t o r  where t h e r e  i s  no t  a  c l e a r  material product  

t h a t  is be ing  produced. Also i t  i s  argued t h a t  t h e  service 



s e c t o r  appears  t o  be  less p r o d u c t i v e  t h a n  t h e  manufactur ing 

s e c t o r  because of  t h e  r e l a t i v e  d e l a y  i n  t h e  d i f f u s i o n  o f  

t h e  changes o f  t h e  work o r g a n i z a t i o n  paradigm £rom t h e  

manufac tur ing  s e c t o r  t o  t h e  s e r v i c e  s e c t o r  and t o  t h e  rest 

of t h e  economy ( i b i d :  78-79) . 
A s  s t u d i e s  of t h e  r e l a t i o n s h i p  between o r g a n i z a t i o n a l  

s t r u c t u r e s ,  i n fo rma t ion  t e c h n o l o g i e s  and p r o d u c t i v i t y  i n  

Canadian f i rms  (Sharpe,  1999)  have shown, t h e  p r o d u c t i v i t y  

i n c r e a s e  is no t  o n l y  due t o  i n fo rma t ion  technoloqy adop t ion  

i t s e l f ,  bu t  r a t h e r  due t o  t h e  whole r e o r g a n i z a t i o n  of  t h e  

working p roces s  ( i b i d . 4 1 ) .  O v e r a l l ,  w e  rnay s a y  t h a t  t h e r e  

is  indeed  a n  i n c r e a s e  i n  p r o d u c t l v i c y  r a t e s  i n  

manufactur inq s i n c e  t h e  rise of post-Fordism and t h e  

r e o r g a n i z a t i o n  of  work. T h i s  p r o d u c t i v i t y  improvement can  

be cons ide red  a s  a n  i n d i c a t o r  t h a t  t h e  HEP has  been so lved ,  

a t  l e a s t  p a r t i a l l y ,  and t h a t  t h e  whole system of  pos t -  

F o r d i s t  work o r g a n i z a t i o n  a c t u a l l y  works. I n  t h e  nex t  

c h a p t e r  w e  w i l l  examine t h e  i s s u e  o f  p r o d u c t i v i t y  a g a i n ,  a s  

r e l a t e d  t o  Our s p e c i f i c  c a s e  o f  t h e  a u t o  i n d u s t r y .  

3.6 JOB ,rllTISFACTION 

Before we move f u r t h e r  and t a l k  about  some g e n e r a l  

c o n c l u s i o n s  about  the HFP a t  t h e  l e v e l  o f  society, w e  w i l l  

refer t o  t h e  i s s u e  o f  workers '  s a t i s f a c t i o n .  Job 



s a t i s f a c t i o n  r e p r e s e n t s  a n  o v e r a l l  assessment  o f  one ' s  job  

and i t  i s  a g e n e r a l  i n d i c a t o r  o f  t h e  q u a l i t y  o f  one 's  work 

e x p e r i e n c e  (Berg, 1 9 9 9 : 1 1 3 ) .  Even though it c o n s t i t u t e s  a  

s u b j e c t i v e  measure of i n d i v i d u a l  wel l -being,  it is a  

p a r t i c u l a r l y  powerful  measure s i n c e  it is s t r o n g l y  

c o r r e l a t e d  w i t h  mental  h e a l t h ,  l i f e  expecrancy,  h e a r t  

d i s e a s e ,  t u r n o v e r  and absenteeisrn  ( i b i d . ) .  By means of 

q u e s t i o n n a i r e s ,  a s t u d y  of  207 au tomobi le  manufactur ing 

workers i n  t h e  US, a s s e s s e d  t h e  p h y s i c a l  and rnencal h e a l t h ,  

a s  w e l l  a s  mànÿ x o r k - r e l a t e d  f a c t o r s  such  a s  s t r e s s o r s ,  t h e  

q u a l i t ÿ  o f  work r e l a t i o n s h i p s ,  p a r t i c i p d t i o n  and i n f l u e n c e  

i n  d e c i s i o n  making and h e a l t h  behavlours .  The s t u d y  found 

t h a t  dec reased  job s a t i s f a c t i o n ,  which r e s u l t s  from 

i n c r e a s e d  job i n s e c u r i t y ,  i n c r e a s e s  p h y s i c a l  

symptomatology, c a u s e s  c h r o n i c  stress and s e r i o u s  h e a l t h  

problems f o r  workers (Heaney, I s r a e l  and House, 1 9 9 4 ) .  

There i s  a  s i g n i f i c a n t  number o f  s t u d i e s  conducted 

t h a t  r e l a t e s  job s a t i s f a c t i o n  t o  v a r i o u s  f a c t o r s  such  a s  

gender ,  environment,  etc. What is of  i n t e r e s t  here ,  is  t h e  

level o f  job  s a t i s f a c t i o n  a s  r e l a t e d  t o  t h e  change o f  t he  

o r g a n i z a t i o n  of work and t h e  i n t r o d u c t i o n  of new 

technoloqy.  The r e s u l t s  Vary a c r o s s  sectors and workplaces .  

Some studies f i n d  i n c r e a s e d  job s a t i s f a c t i o n  l e v e l s ,  w h i l e  



sorne others find a decrease and still others reach more 

neutral conclusions. 

Survey data from 1,300 employees in the Australian 

telecommunications industry, for exarnple, indicate that job 

satisfaction is positively influenced by computer usage, 

computer training and some other demoqraphic 

characteristics (Zeffane, 1994). 

On the other hand, a study based on ethnoqraphic data 

from four manufacturing facilities in the US, show that 

"employe~ involvement", which was introduced as a proqram 

within che  framework of an orqanizational change 

initiative, did not iulfil the predictions reqarding the 

expectrd increased levels of job satisfaction arnonq workers 

(Scarselletta, 2000) . 

Another study, based upon a randorn sample of 1509 

members of the US Silicon Valley workforce, compared job 

satisfaction levels between a high-tech, "post-Industrial" 

workplace with that of a "traditional" industry, and found 

no significant differences between them (Gamst & Otten, 

1 9 9 2 ) .  Of course, these findings are n o t  consistent but 

they bring about doubt on the argument, which says that 

high-tech workplaces are more satisfyinq than the more 

traditional ones. 



F i n a l l y ,  a s t u d y  us ing  da ta  from a  sample of  1 ,355  

hour ly  workers i n  t h e  US s teel  i n d u s t r y  a c r o s s  13  p l a n t s ,  

examined how d i f f e r e n t  p r a c t i c e s  a s s o c i a t e d  wi th  h igh  

performance work systems (worker'  s mot iva t ion ,  t r a i n i n g  

programs, e tc . )  a f f e c t e d  t h e  job s a t i s f a c t i o n  l e v e l s  of t h e  

workers (Berg,  1 9 9 9 ) .  Taken a s  a  whole, t h i s  s tudy  showed 

t h a t  h igh  performance work p r a c t i c e s  had a  g e n e r a l l y  

p o s i t i v e  e f f e c t  on job s a t i s f a c t i o n .  However, Berg a rgues ,  

t h e  e f f e c t  of  t h e s e  p r a c t i c e s  on workers depended very  much 

on how t h e  jobs and work r o l e s  were d e f i n e d  ( 1 3 0 ) .  

A s  w e  can see from t h e  above s t u d i e s ,  job s a t i s f a c t i o n  

i s  a f f e c t e d  by v â r i o u s  f a c t o r s  and t h e  l e v e l s  d i f f e r  among 

d i f f e r e n t  workplaces and s e c t o r s .  Although job s a t i s f a c t i o n  

l e v e l s  may be an i n d i c a t o r  of t h e  deg ree  of i n t e n s i t y  of 

t h e  HFP i n  i n d i v i d u a l  cases, we cannot  e a s i l y  reach  a  

uniform conc lus ion  r e l a t e d  t o  t h e  whole economy. There a r e  

many cont ingency  f a c t o r s  and i n d i v i d u a l  i n t e r p r e t a t i o n s  o f  

t h e  working c o n d i t i o n s  t h a t  a f f e c t  t h e  l e v e l s  of  job 

s a t i s f a c t i o n  t h a t  have t o  be taken  i n t o  c o n s i d e r a t i o n  when 

examining a  p a r t i c u l a r  ca se .  I n  t h e  nex t  c h a p t e r  w e  w i l l  

g i v e  some examples r ega rd ing  t h e  automobile  i n d u s t r y ,  from 

v a r i o u s  c o u n t r i e s  and workplaces.  



3.7 THE HUMAN FACTOR PROBLEM AT THE LEüEL OF SOCIETY 

A f t e r  t h i s  overview o f  t h e  c u r r e n t  i s s u e s / d e b a t e s  

sur rounding  t h e  d i s c u s s i o n  about  t h e  change i n  t h e  work 

o r g a n i z a t i o n  paradigm, w e  w i l l  move t o  t h e  d i s c u s s i o n  about  

t h e  conc lus ions  t h a t  c an  be made at a s o c i e t a l  l e v e l  i n  

r e l a t i o n  t o  post-Fordism. I n  o t h e r  words, we w i l l  see how 

change i n  t h e  work o r g a n i z a t i o n  paradigm a f f e c t s  s o c i e t y  

and what changes can be i d e n t i f i e d  a r  t h e  rnacro l e v e l  t h a t  

a re  r e l a t e d  t o  t h e  HFP. 

A s  w e  mentioned in t h e  p rev ious  c h a p t e r ,  d u r i n g  t h e  

1970s and 1980s a s i g n i f i c a n t  amount of  a ccoun t s  were 

produced d e a l i n g  w i th  t h e  change a t  t h e  s o c i e t a l  l e v e l  t h a t  

s t a r t e a  happening two o r  t h r e e  decades  p r i o r .  The 

development of i n fo rma t ion  t e c h n o l o g i e s  and t h e  

r e o r g a n i z a t i o n  of  work led a n a l y s t s  t o  t h e  i d e n t i f i c a t i o n  

of major  s o c i e t a l  changes.  These changes, however, have 

many d i f f e r e n t  a n g l e s  depending on t h e  d i f f e r e n t  

p e r s p e c t i v e s ,  and t h e  v a r i o u s  a s p e c t s  that have been 

ana lyzed  by a u t h o r s .  A t  this p o i n t  we w i l l  f ocus  on t h e  

importance of t h e  HFP i n  t h e  a r e a  of work, and how it can  

be expanded a t  a s o c i e t a l  l e v e l .  I t  w i l l  be  a rgued  t h a t  t h e  

a r e a  o f  work, even though it is a b i g  and impor t an t  a r e a ,  

r e f l e c t s  o n l y  one of  t h e  many e x p r e s s i o n s  o f  t h e  HFP, which 



remains vital in al1 social activities at the present 

system of social organization. 

James R. Beniger, in his account The Control 

Revol u tion : Technological and Economic Origins of the 

Infornation Society (1986), deals with the concept of 

"control" and views it as the drivinq force for the 

evolution of the constitution of modern societies, within a 

process thât started with the industrial revolution. He 

argues, for example, that information technologies are not 

new forces only recently unleashed on an unprepared 

society, but rnerely the latest installment in che 

continuing development of the Control Rsvolution (Beniger, 

1 9 8 6 :  vii) . 

Beniger identifies a crisis of control with the rise 

of industrialism. The reason for the control crisis is, as 

he argues, the fact that for the first time in history, by 

the mid-nineteen century, the social processing of material 

flows threatened to exceed in both volume and speed the 

system's capacity to contain them (Beniger, 1986:219) , 

Thus, because of this major societal change we have a 

control crisis in transportation, in production, in 

distribution, in consumption and generally, a control 

crisis in the systemic functions of industrial capitalism 

as an economic and social system, 



Beniger, then, argues that as a response to the crisis 

of control, there Eollowed a control revolution, which 

continues to this day. He talks about bureaucracy as a 

control technology that developed in response to the 

crisis, that is to Say, as a critical machinery for control 

of the societal forces unkashed by the industrial 

revolution libid:6). Within this setting, Beniger views the 

aevelopment of the present advanced information 

technologies, and by extension, a l 1  the evolutions in the 

mode of production, not 2 s  a cause but as a consequence of 

societai change, as n a t u r a l  extensions of the control 

revolution already in progress for more than a c e n r u r y  

(ibid:7). Therefore, according to Beniger, the way society 

is organiz~d is an outcorne of its attempt to overcome the 

control problems that were generated by the rise of 

industrialism. 

Beniger's view is quite convincinq and he bases it in 

a very d e t a i l e d  h i s t o r i c a l  analysis of industrialism. 

However, we would like to build on Beniger's ideas further 

by exernplifying the importance of the need for exercise of 

control on hurnans as a major factor that int~racts, shapes 

and is shaped by the specific social, economic, political 

and cultural relationships of each era. In other words, the 

HFP may be seen w i t h i n  the framework that Beniger provides, 



that is to say, within the framework of the Control Crisis- 

Control Revolution scheme. Therefore, as we argue in this 

thesis, the development and extensive use of advanced 

information and communication technologies in production, 

along with the change of the work organization paradigm and 

the transition to post-Fordism, are changes that express 

the latest form of the attempt to find solutions for the 

HFP. These new developments in technoloqy and management do 

not only aim to control processes but humans as well. Also, 

as ne will see, the HFP does not refer only to t h e  area of 

work but it extends to the rest of society. We need to 

specify h e m  that the form thac the post-Fordist syscem 

took as a response to the HFP is due to the social 

framework in which it evolved. That is to Say, the 

capitalist relations of production provided the basis on 

which post-Fordisrn developed its techniques in order to 

resolve the HFP. 

The methods of organization of work and production in 

manufacturing are expanding and cover al1 sectors of the 

economy. Harry Braverman (1974) for example, showed this 

expansion in a systematic way by arguing that the service 

sector is being "Taylorized" in a similar way as factory 

work. The reason for this expansion is due to the nature of 

Taylorism as the explicit manifestation of the capitalist 



mode of production (ibid:86). In other words, as capitalisrn 

diffuses into economic and social life, its methods of 

organization follow and tend to include al1 spheres of 

human activity. Braverman's Labour and Monopoly C a p i t a l  was 

heavily criticized at many levels. Marxists have criticized 

his work as too simple, too exclusively focused on 

managerial strategies and that he offers one-sided, 

objectivist conception of the labour process, ignoring the 

subjective dimension of work, the larger political, 

economic and ideological context, and that he neglects 

working class resistance to capitalist control (Meiksins, 

P., 1994; Lewis 1995; Spencer, 2000). Non-Marxists, on the 

other hand, focused on the methodological problems 

associated with the definition and measurement of skills 

(Lewis, 1995:479) . 

Regarding the diffusion of the Taylorist methods of 

organization Kumar argues that: "Taylorism was not intended 

to apply simply to the lower levels of the workforce. It 

contained the explicit principle of 'functional management' 

which implied that standardization and simplification were 

to be features of managerial as well as manual work" 

(Kumar, 1995:19) .  This explains why the greatest resîstance 

to Taylorist methods of management came from middle 

managers and supervisors and not from the shop-floor 



workers (Lash and Urry, 1987:170-171). Indeed, as 

Scarbrough and Burrell (1996) argue, middle managers may 

have "de-rnanaged" themselves ouc of existence , b y 

rationalizing and codifying their own activity in business 

process re-engineering (177). As evidence shows, in 1991 

alone, nearly one million US managers earning over $40,000 

lost their jobs (in Collinson and Collinson, 1997:376). 

Middle managers were found too costly, resistant to change, 

a block on communication, that they under performed, and 

engaged in politicking (Collinson and Collinson, 1997:376). 

Thus, in the 1990s, the labour of the "salariat" - group of 

expert, highly skilled managers and technicians - has 

becorne highly disposable (Burrell, 1996:59-61; Collinson 

and Collinson, 1997:376), a fact which shows that the 

changes in the organization of work do not affect only the 

lower levels of the workforce. In this context, female 

managers are found to be more disadvantaged than male 

managers. More specifically, despite assumptions which Say 

that in the age of flatter hierarchies and teamworking, 

women are progressing into management, evidence shows that 

persistent organizational barriers are impeding and even 

reversing the 'feminizationr of management (Collinson and 

Collinson, 1997 : 401) . 



The expansion o f  t h e  rnethods o f  o r g a n i z a t i o n  o f  work 

and p roduc t ion  con t inues  and cove r s  t h e  o r g a n i z a t i o n  of  

s o c i a l  l i f e .  Th i s  is where t h e  "Soc i a l  Taylorism" p r o j e c t  

cornes about ,  and it is  a s s o c i a t e d  w i t h  b r i n g i n g  even more 

a r e a s  of s o c i a l  and c u l t u r a l  l i f e  w i t h i n  t h e  purview of  

c a p i t a l i s t  a c t i v i t y  and market r a t i o n a l i t y  ( ib id:155;  

Sewel l ,  1998: 408)  . 

Thi s  expansion of  t h e  methods of work o r g a n i z a t i o n  t o  

t h e  sphe re s  of s o c i a l  and c u l t u r a l  l i f e  con t inues  w i th  

post-Fordisrn, which is t h e  i n t r o d u c t i o n  of new management 

t echniques ,  and change i n  t h e  work o r g a n i z a t i o n  paradigm. 

A s  w e  saw e a r l i e r  on i n  t h i s  c h a p t e r ,  wi th  t h e  c u r r e n t  

i s s u e s / d e b a t e s  t h a t  corne a l o n g  wi th  t h e  new work 

o r g a n i z a t i o n  paradigm, t h e r e  a r e  changes t a k i n g  p l a c e  i n  

t h e  new p o s t - F o r d i s t  workplace which refer t o  worksrs'  

s k i l l s ,  workers'  p r ivacy ,  job s a t i s f a c t i o n ,  union- 

management r e l a t i o n s h i p ,  workplace democracy and 

p r o d u c t i v i t y .  The new pos t -Fo rd i s t  management t echniques ,  

i n  o r d e r  t o  p rov ide  a  s o l u t i o n  t o  t h e  HFP, changed t h e  

p r o f i l e  o f  t h e  modern workplace,  y e t  r e t a i n e d  c e r t a i n  

e s s e n t i a l  f a c t o r s .  The l o g i c  of t h e  c a p i t a l i s t  system o f  

s o c i a l  o r g a n i z a t i o n ,  however, calls f o r  an e q u i v a l e n t  

ad jus tment  o f  t h e  rest o f  s o c i a l  and c u l t u r a l  l i f e  t o  t h e  

purposes  o f  c a p i t a l i s m .  I n  o t h e r  words, s o c i a l  and c u l t u r a l  



l i f e  needs  t o  be  organized  i n  a  way t h a t  f i t s  i n t o  t h e  

c a p i t a l i s t  l o g i c  and s e r v e s  and f a c i l i t a t e s  c a p i t a l i s t  

maintenance and f u r t h e r  development. Th i s  i s  t h e  wider 

e x p r e s s i o n  of t h e  HF!? a t  a  s o c i e t a l  l e v e l .  

Besides  t h e  sphe re  of work and p roduc t ion ,  t h e r e f o r e ,  

t h e  s p h e r e  of l e i s u r e  and consumption has  seen  a major 

impact r e s u l t i n g  from t h e  r e c o n s t r u c t i o n  of  t h e  work 

o r g a n i z a t i o n  paradigm (Kumar, 1995: 155) . Kumar, f o r  

i n s t a n c e ,  t a l k s  about  t h e  "home c e n t e r e d  s o c i e t y "  provided 

by t h e  new t e c h n o l o g i e s  ( i b i d . ) .  I n t e r n e t ,  v i d e o c a s s e t t e s ,  

cable t e l e v i s i o n ,  microwaveable TV d i n n e r s ,  t e le -banking ,  

t e l e - educa t ion ,  tele-working etc.  a r e  methods of keeping 

peop le  i n  t h e i r  homes. The p r e s e n t  s o c i e t y ,  Kumar says ,  

wants t o  g a t h e r  people  a l 1  up i n  one p l a c e ,  r e u n i t i n g  

a c t i v i t i e s  p r e v i o u s l y  d i s p e r s e d  by t h e  i n d u s t r i a l  

r e v o l u t i o n  (157-158).  The purpose  of  t h i s  s t r a t e g y  i s  t o  

encourage  i n d i v i d u a l i z a t i o n .  The home becomes t h e  p r e f e r r e d  

s i te o f  i n d i v i d u a l  a c t i v i t i e s ,  b u t  it g e n e r a t e s  no 

c o l l e c t i v e  purpose o r  s e n s e  o f  sha red  f a m i l y  v a l u e s  ( i b i d :  

1 5 8 ) .  A s  a  r e s u l t ,  t h e  v i t a l i t y  o f  t h e  p u b l i c  sphe re  

s u f f e r s ,  and t h e r e  is no need o r  p l a c e  f o r  c o l l e c t i v e  o r  

group a c t i v i t i e s  (158) . 

A s  w e  c a n  see, the HFP a t  t h e  l e v e l  of s o c i a l  and 

c u l t u r a l  l i f e  f i n d s  i ts  s o l u t i o n  th rough  t h e  r e t u r n  t o  t h e  



home, as a place, and the increase of individualism and de- 

politicization. The "death of the social" that Baudrillard 

(1983) talks about sounds like the perfect answer to the 

survival and rejuvenation of capitalism at this phase of 

its history. By "death of the social", Baudrillard 

identifies a condition which characterizes contemporary 

society and expresses a major transition. He argues that 

the center of gravity within the capitalist mode of 

production has moved £rom the abstraction of the exchange 

o f  material products to the operationalization of al1 

exchanges under the law of the code; this constitutes the 

passage to the "political economy of the sign" (Smart, 

1992:121). In this way, Baudrillard describes the major 

transition from the modern to the post-modern era, where 

the "sign" (a non-material elernent) acquires increasing 

centrality, not only in terms of production and 

consumption, but additionally, in terms of everyday life 

(ibid. ) . 

Thus, the dominance of the sign and the sphere of 

culture, along with the development of the media, 

contribute to the death of the social and its replacement 

with the inert mass, with a 'silent majority", which is 

socially and politically inert, with no social substance, 

which stays at home and devotes itself to the consumption 



o f  media messages. Th i s  is a c r e a t i o n  of  c a p i c a l i s m  i n  i ts  

a t t empt  t o  ma in t a in  i t s e l f .  That  i s  t o  Say, t h e  "dea th  of  

t h e  s o c i a l "  and i ts  replacement  w i t h  t h e  mass, p rov ides  a  

q u i t e  s u i t a b l e  answer t o  t h e  HFP a t  a  s o c i e t a l  l e v e l ,  t h a t  

i s  t o  Say, t o  t h e  need o f  e f f e c t i v e  management and 

a s s i m i l a t i o n  of  t h e  p o p u l a t i o n s  i n t o  t h e  s e t t i n g s  of  

p r e s e n t  c a p i t a l i s t  s o c i e t i e s .  i n  o t h e r  words, c a p i t a l i s m  i s  

no t  dy ing  w i t h  t h e  s o c i a l  i n  a  s imul taneous dea th .  On t h e  

c o n t r a r y ,  t h e  d e a t h  of t h e  s o c i a l  is what keeps c a p i t a l i s m  

a l i v e .  Also,  t h e  s p h e r e  of economy does not l o s e  i t s  

importance under t h e  p reva l ence  of t h e  sphe re  of c u l t u r e ,  

a s  i t  rnight seem i n  t h e  f i r s t  p l ace .  What is most l i k e l y  t o  

happen, a s  t h e  p a s s i v e  consumption of  non-mater ia l  s i g n s  

r e v e a l s ,  is n o t  t h e  dominat ion of c u l t u r e  o v e r  economy, but 

rather t h e  "economization of  cu l tu r e " ,  its cornmodification 

and its d i r e c t  t r a d i n g  a s  consumable-at-home produc t .  

Therefore ,  people  a r e  s u b j e c t e d  t o  a paradigm of  

o r g a n i z a t i o n  o f  s o c i a l  and c u l t u r a l  l i f e ,  which i s  

e q u i v a l e n t  t o  t h e  work o r g a n i z a t i o n  paradigm t h a t  d e f i n e s  

and c o n t r o l s  s o c i a l  r e l a t i o n s .  Th i s  paradigm t h a t  w e  c a l 1  

post-Fordism does  n o t  c o n s t i t u t e  a  new s o c i e t y  o r  a  N e w  

World. Even i f  post-Fordism is i d e n t i f i a b l e ,  it be tokens  no 

new p r i n c i p l e  t h a t  w i l l  make a d i s t i n c t i o n  between o l d  and  

new kind o f  s o c i e t y  (Kumar, 1995:167), The rise o f  a  new 



work o r g a n i z a t i o n  paradigm is s imply  the e x p r e s s i o n s  of 

c a p i t a l i s m ' s  well known d i s p o s i t i o n  t o  change and modify 

i t s  p r a c t i c e s  i n  accordance with t h e  requi rements  of 

economic s u r v i v a l  and growth ( i b i d : 1 6 8 ) .  Therefore ,  pos t -  

P o r d i s t  s o c i e t y  remains a c a p i t a l i s t  s o c i e t y .  Power 

r e l a t i o n s  a r e  main ta ined  and the need of c o n t r o l  and 

management of people  ( t h e  HFP) remains an i s s u e .  The only 

things t h a t  have changed a re  t h e  methods and t echn iques  of 

c o n t r o l l i n g  people ,  of s o l v i n g  t h e  HFP. Can w e  Say t h a t  t h e  

p r e s e n t  society is ü s o c i e t y  of  t h e  "management of t h e  

human f ac to r "?  We argue  h e r e  that every s o c i e t y ,  since t h e  

rise of  c a p i t a l i s m ,  is a s o c i e t y  o f  t h e  "management o f  t h e  

human f ac to r " ,  i n  t h e  s e n s e  t h a t  there is always a need f o r  

an e f f i c i e n t  management of the popu la t i ons .  The p r e s e n t  

s o c i e t y  is j u s t  t h e  l a t e s t  v e r s i o n  o f  t h a t  kind of  

c a p i t a l i s t  s o c i e t y ,  which deve lops  i t s  own techniques ,  and 

t h e r e f o r e ,  o f f e r s  its own s o l u t i o n  t o  the HFP. 



4 .  TEIE RtJMAU FACTOR PROBLEM AND T T E  GLOBAL Aül'û INDUSTRY 

I n  t h e  p rev ious  c h a p t e r  w e  examined t h e  c u r r e n t  

i s s u e s / d e b a t e s  t h a t  emerge i n  l i g h t  o f  changes  i n  t h e  work 

o r g a n i z a c i o n  paradigm and we reached  some conc lus ions  about  

conternporary Soc i e ty .  We concluded t h a t  t h e  HFP, a s  it can 

b e  i d e n t i f i e d  i n  t h e  a r e a  of work, is o n l y  one e x p r e s s i o n  

of  i t ;  i t  i s  p a r t  of a wider problem t h a t  r e f e r s  t o  t h e  

t o t a l i t y  o f  t h e  human a c t i v i t y  and s o c i a l  o r g a n i z a t i o n .  We 

showed, f o r  example, how t h e  HFP e x p r e s s e s  i t s e l f  i n  t h e  

a r e a  of  l e i s u r e  and consumption and how t h e  systern of  

s o c i a l  o r g a n i z a t i o n  a t ternpts  t o  s o l v e  it. 

A t  t h i s  p o i n t ,  however, w e  w i l l  d i s c u s s  how t h e  HFP 

a p p l i e s  t o  a s p e c i f i c  i n d u s t r i a l  s e c t o r ,  t h e  automobi le  

i n d u s t r y ,  and a l s o ,  t h e  forms which t h e  i s s u e s / d e b a t e s ,  

p r e s e n t e d  i n  t h e  p rev ious  c h a p t e r ,  t a k e  i n  t h e  c o n t e x t  o f  

t h i s  s p e c i f i c  i n d u s t r y .  The c h a p t e r  begins with  a 

d i s c u s s i o n  about  t h e  s u i t a b i l i t y  of t h e  automobi le  i n d u s t r y  

as a r e p r e s e n t a t i v e  case i n  o r d e r  f o r  one t o  s t u d y  t h e  

changes  i n  t h e  work o r g a n i z a t i o n  paradigm as r e l a t e d  t o  t h e  

HFP. Next, w e  w i l l  p rov ide  a s o c i o - h i s t o r i c a l  p r o f i l e  o f  

t h e  i n d u s t r y  a s  it h a s  been deve loped  and  evolved 

worldwide. The c h a p t e r  c o n t i n u e s  w i t h  e l a b o r a t i o n  on t h e  

c u r r e n t  i s s u e s / d e b a t e s  d i s c u s s e d  i n  the p r e v i o u s  c h a p t e r ,  



with the automobile industry as its specific focus. Thus, 

we will discuss skills, democratization and empowerment, 

union-management relationships, workers' privacy, 

productivity and job satisfaction. For this purpose we will 

draw examples and data about the Auto Industry from various 

countries and geographic regions, mostly from North 

America. The chapter will end with conclusions about the 

HFP in the automobile industry. 

4 . 1  AUTOMOBILE INDu-STRY - THE MODEL INDUSTRY 

In order ta examine the HEP in a more comprehensive 

way, as it relates to the area of industrial work 

organizacion, the AI has been chosen as a representative 

field of industrial activity. The representativeness of the 

AI derives from several factors: 

The first and the most obvious element that reveals 

the representativeness of the AI is the fact that the name 

of Henry Ford, owner of the Ford Motor Company, has corne to 

characterize a whole era of industrial production. The term 

"Fordism" refers to the system of industrial production 

that was dominant in the period from the 1920s until the 

1970s, which is characterized by mass production (Morales, 

1994:lS). The international and intersectoral recognition 

of the term "Fordism", is in itself evidence regarding the 



influential role of the AI in shaping economic and social 

activities. Given the centrality of the AI we should expect 

to find most of the features of post-Fordism present in the 

AI case (Law, 1991: 6)  . 

Besides the terminology, however, there are other 

things too that put the AI at the centre of attention. AI 

constitutes an "ideal type" of the history of industrial 

work organization. The introduction of Taylor's scientific 

management methods in the AI is an example of the intensity 

in which the evolution of the work orqanization paradigms 

has been expressed in this specific industry. Nowhere has 

the Taylor-like rationalization of the workplace been 

carried further than in the AI (Shaiken, 1984~26) . This is 
another reason that makes the AI a suitable case in order 

to study changes in the organization of work, which are 

closely related to the HFP. Also, with the rise of post- 

Fordism, in tne era of international. cornpetition and 

flexible responses (Morales, 1994:15), the AI is part of a 

world system and only few major markets are not influenced 

or controlled by the multinational motor corporations 

(Bloomfield, 1991:19). From the above we can conclude that 

the history of the AI is closely associated with the 

history and development of industrial capitalism. 



S i n c e  a l 1  t h e  f e a t u r e s  o f  pos t -Fordism c a n  b e  found i n  

t h e  A I ,  i t  is e x p e c t e d  t h a t  t h e  i s s u e s / d e b a t e s  t h a t  w e  

d i s c u s s e d  i n  o u r  p r e v i o u s  c h a p t e r  w i l l  emerge more 

i n t e n s i v e l y  i n  t h e  A I ,  a s  w e l l .  For example,  t h e  s k i l l s  o f  

workers  were a lways  a  c e n t r e 1  i s s u e  i n  t h e  A I .  Henry Ford ' s  

p r o d u c t i o n  methods have become v i r t u a l l y  synonymous w i t h  

t h e  m i n u t e  s u b d i v i s i o n  of work a n d  time-and-motion s t u d i e s  

( S h a i k e n ,  1984 :26) ,  and are a s s o c i a t e d  w i t h  t s c h n i q u e s  t h a t  

l e d  t o  t h e  d e - s k i l l i n g  o f  workers .  Also ,  A I  was a lways  

b a s e d  on h i g h  s k i l l  Levels ,  i n c l u d i n g  manual s k i l l s .  A SOFI 

( S o z i o l o g i s c h e s  F o r s c h u n g s i n s t i t u t )  s u r v e y  o f  t h e  German 

Automobile I n d u s t r y  i n  1989 showed t h a t  d e s p i t e  au tomat ion ,  

more t h a n  t h e  t h r e e  q u a r t e r s  o f  the p r o d u c t i o n  j o b s  i n  A I  

c a n  be c l a s s i f i e d  a s  "manual work i n  d i r e c t  c o n t a c t  w i t h  

t h e  p roduc t"  (Kern & Schumann, L992:115). 

Anorher  example has  t o  do  w i t h  t h e  u n i o n s  i n  t h e  A I .  

Al though t h e r e  i s  a t endency  for  d e c l i n e  i n  u n i o n i z a t i o n  

(Babson, 1995:  13; Howes, l 9 9 5 : l ? O ) ,  the AI, as p a r t  o f  t h e  

rnanufac tu r ing  s e c t o r ,  r emains  a h i g h l y  u n i o n i z e d  s e c t o r  

compared t o  o t h e r  s e c t o r s  o f  t h e  economy. For example, t h e  

m a n u f a c t u r i n g  s e c t o r  i n  t h e  US f o r  t h e  y e a r  2000 c o u n t s  

2,832,000 u n i o n  mernbers, w h i l e  the  saine y e a r  t h e  service 

s e c t o r ,  had 1 ,884,000 members, i .e. ,  less b y  o n e  m i l l i o n  

workers  (Union membership i n  2000-UAW web p a g e ) .  



A final reason that made us choose the AI for the 

purposes of this research project, is its big site, and 

thus, its significance for the global economy. AI is either 

the largest or one of the largest industries in the world 

(Law, 1991:l). In the period from 1960 to 1973, the global 

production of the world AI expanded rapidly from 16.4 

million ~o 39.2 million cars respectively, while in 1987 it 

rsached 45.6 million cars (Bloomfield, 1991:21). Also, 

during the same period (end of 1970~1, there were 5-6 

million jobs chat depended on rhe industry in the major 

producing nations (Law, 1991:l) . In the US alone, the year 

2000, saw the production of 17.'33 million cars, which is a 

2.8% increase from the year before when the production 

reached 16.88 million units (The US Auto Industry 2000 in 

Review-UAW web page). Thus, the AI provides particular 

insight into issues of changing industry structure and 

appropriate industry policy. The AI remains central to the 

economic welfare of most advanced industrialized nations 

and key industrializing countries (Morales, 1994:3), 

4.2 HISTORY AND P R O F I L E  O F  THE GLOBAL AUTO Ih'DUSTRY 

The AI is a typical industry in the history of the 

manufacturing industries. The history of its evolution is 

similar to that of other modes of industrial production. 



Therefore ,  w e  can  d i s t i n g u i s h  t h r e e  h i s t o r i c a l  p e r i o d s  of  

automobile  product ion :  The f irst ,  beginning i n  t h e  1890s 

and con t inu ing  t o  t h e  1920s, c o n s i s t e d  o f  t h e  c r a f t  e r a ;  

t h e  second, l a s t i n g  from t h e  1920s t o  t h e  end of  t h e  1970s, 

was t h e  e r a  of t h e  rise and d e c l i n e  o f  mass product ion;  t h e  

t h i r d  and c u r r e n t  pe r iod ,  from t h e  1970s and a f t e r ,  i s  

c h a r a c t e r i z e d  by international cornpeti t ion and f l e x i b l s  

r e sponss s  (Morales ,  1994 : 15) . 

A f t e r  1970s,  t hen ,  new f o r c e s  beqan t o  undermine t h e  

t r a d i t i o n a l  s t r u c t u r e  of t h e  A I .  Among che many f o r c e s  of 

change a r e  s h i f t s  i n  t h e  world -conomy, t h e  r e d e f i n i n g  of  

technology and markets ,  and consequent  a l t e r a t i o n s  i n  t h e  

s t r u c t u r e  of f i r m s  and p a t t e r n s  of l o c a t i o n  (Bloomfield ,  

1991:19) .  Based on t h e s e  f a c t o r s ,  w e  can  make a d i s t i n c t i o n  

between two l e v e l s  of  a n a l y s i s  r ega rd ing  t h e  A I .  The f i r s t  

l e v e l  i s  t h e  global  l e v e l ,  a t  which w e  can see t h e  

development of t h e  A I  a s  a g l o b a l  p roces s  and t h e  waÿ it 

was a f f e c t e d  by t h e  tendency f o r  g l o b a l i z a t i o n  o f  t h e  

economy. Th i s  a l s o  g i v e s  u s  a p i c t u r e  o f  which geographic  

r e g i o n s  a r e  t he  bases  of t h e  g l o b a l  automobile  p roduc t ion  

nowadays. The second l e v e l  is t h a t  o f  t h e  l abour  process .  

At t h i s  l e v e l  one can  i d e n t i f y  changes t h a t  t o o k  p l a c e  a t  

t h e  l e v e l  o f  t h e  f i rm.  I n  o t h e r  words, t h e  l e v e l  o f  t h e  



labour process refers to the changes of the work practices 

and the organization of production within the workplace. 

Regarding the first level of global processes, it is 

agreed among scholars of various perspectives that the 

global diffusion of the Lean production rnodel is an 

essential part of the regeneration of the global economy 

(Smith, 2000:120) .  Within the global economy, the core 

activities of production, consumption, as well as their 

components (capital, labour, raw materials, management, 

information, technology, markets), are organized on a 

global scale, either directly or indirectly through a 

network of linkages becween economic agents (~astells, 

1956:66). The global sconomy is a recent phenomenon and it 

means that the economy, through the use of advanced 

information and communication technologies, works as a unit 

in real tirne on a global scale, and implies a degree of 

functional integration between internationally dispersed 

economic activities [Castells, 1996:92; Dicken, 1992:l). 

Such an econcmy is strongly related to capitalism and its 

tendency to expand throughout the world, which means that 

capitalism is the vehicle for economic globalization 

(Waters, 1995: 66) . 

A fom. of expression of economic globalization is che 

operation of the multinational enterprises, which engage in 



f o r e i g n  d i r e c t  investment  (FDI)  and o rgan ize  p roduc t ion  of  

goods and s e r v i c e s  i n  s e v e r a l  c o u n t r i e s  i n  t h e  world 

(Waters,  1995:74) .  Those e n t e r p r i s e s  a r e  r a t h e r  

i n t e r n a t i o n a l  networks o f  f i r m s  ( s u p p l i e r  networks, 

producer  networks,  customer networks,  scandard c o a l i t i o n s ,  

technology coope ra t ion  ne tworks ) ,  and o f  sub-uni t s  of 

f i r m s ,  t h a n  one-uni t  e n t e r p r i s e s  wi th  c e n t r a l i z e d  

management ( C a s t e l l s ,  1996 :192 ) .  Therefore ,  m u l t i n a t i o n a l  

e n t e r p r i s e s  make a l l i a n c e s  w i t h  o t h e r  e n t e r p r i s e s  a l 1  over  

t h e  world,  and c r e a t e  necworks and l i nkages .  I n  t h e  p roces s  

t h e y  s p l i t  t h e  p roduc t ion  p roces s  i n  s e v e r a l  j unc t ions  

throughout  îhe  globe ,  i n  o r d e r  t o  be a b l e  t o  make a1.1 kinds 

o f  exchanges, technology t r a n s f e r s ,  p roduct ion  Licensing,  

t h e  d i v i s i o n  o f  component manufacture and assembly, market 

s h a r i n g ,  o r  rebadging (Waters ,  1995:79) .  Examples of such 

a l l i a n c e s  a r e  t h e  General  Motors-Toyota a l l i a n c e ,  t h e  KLM- 

Northwest a l l i a n c e ,  etc. (Waters,  1995:78-79).  The 

m u l t i n a t i o n a l  e n t e r p r i s e s ,  th rough t h o s e  l i n k a g e s  and 

networks,  make FDI i n  o r d e r  t o  reduce t h e  c o s t  o f  

p roduc t ion  by us ing  cheap l abour ,  i s  one example. Thus, 

American firms rend t o  i n v e s t  i n  L a t i n  America and some 

p a r t s  of  Southern  Asia;  Europeans i n  A f r i c a ,  B r a z i l ,  

Southern  A s i a  and E a s t e r n  Europe; and Japanese  f i r m s  



dominate investment in East Asia and Australasia (Waters, 

1995 :79 )  . 
The process of globalization of the economy has an 

effect on the so-called international division of labour. 

As we saw, in regard to the multinational enterprises, we 

are experiencing the globalization of production throuqh 

networks and linkages between economic agents al1 over the 

world depending on production needs for specific products 

(e-q. Automobile Industry). This is happening in different 

places in the world sirnultaneously with little time and 

space constraints. This fact causes changes in the 

incernacional division of labour, 

International division of labour, as Waters sees it, 

has to do with a self reproducing relationship of 

domination and dependency between metropolitan and 

peripheral societies, in which relationship, binary 

division such as developed/underdeveloped, 

modern/traditional, first world/third world, and the like, 

are profound (Waters, 1995 : 71) . Therefore, commodity 

production is being split into fragments that can be 

assigned to whichever part of the world that can provide 

the most profitable combination of capital and labour. 

This new kind of international division of labour has a 



t e c h n i c a l  c h a r a c t e r  and it can,  t h e r e f o r e ,  be  t h e  v e h i c l e  

f o r  a  genuine  g l o b a l i z a t i o n  of p roduc t ion  ( i b i d : 7 4 - 7 5 ) .  

On t h e  o t h e r  hand, C a s t e l l s  (1996) b e l i e v e s  t h a t  t h e  

new i n t e r n a t i o n a l  d i v i s i o n  of  l abour  does  n o t  t a k e  p l a c e  

between c o u n t r i e s  b u t  between sconomic a g e n t s  p l a c e d  a long  

f o u r  p o s i t i o n s  o f  a  g l o b a l  s t r u c t u r e  of  networks and f lows,  

u s ing  t h e  t e c h n o l o g i c a l  i n f r a s t r u c t u r e  of  t h e  i n fo rma t ion  

economy a s  i ts b a s i s  ( 1 4 7 ) .  These f o u r  p o s i t i o n s  a r e :  

p roducers  o f  h iqh  va lue ,  based on in fo rmac iona l  l abou r ;  

p roducers  o f  h iqh  volume, based on t h e  lower c o s t  of 

l abour ;  p roducers  of raw m a t e r i a l s ,  based on n a t u r a l  

endowments; and t h e  redundant p roducers ,  reduced t o  

devalued l a b o u r  ( i b i d . ) .  Therefore ,  C a s t e l l s  b e l i e v e s  t h a t  

i t  is t h e  c h a r a c t e r i s t i c s  o f  l abou r  t h a t  a r e  impor t an t  

r a t h e r  t h a n  t h e  c h a r a c t e r i s t i c s  o f  t h e  coun t ry .  

More s p e c i f i c a l l ÿ ,  by t h e  e a r l y  1 9 7 0 ~ ~  t h e  A I  was 

c l e a r l y  p a r t  o f  a world-system, wi th  i t s  p roduc t ion  and 

marke t ing  branches  r each ing  o u t  f a r  beyond i t s  r o o t s  i n  

p r e v i o u s l y  autonomous n a t i o n a l  a r e a s  (Bloomfield ,  1991:19) .  

Geographica l ly ,  t h r e e  p roduc t ion  r e g i o n s  dominate  t h e  

i n d u s t r y ,  r e g i o n s  t h a t  have been changing i n  r e l a t i v e  

s i g n i f i c a n c e  since 1973. Those a r e  North  America 

(USA/Canada), Western Europe and Japan, t h e  s o - c a l l e d  t r i a d  

(Humphrey e t  a l ,  2000:l). North Amer icafs  s h a r e  o f  world 



o u t p u t  h a s  e x p e r i e n c e d  a d e c l i n e  as new c o m p e t i t o r s  have 

a r i s e n  and  a s  m o t o r i z a t i o n  h a s  d i f f u s e d  more w i d e l y  

(Bloomf ie ld ,  1991 :21) .  I n  1977, f o r  example, Nor th  America 

a c c o u n t e d  f o r  35.2% o f  w o r l d  v e h i c l e  o u t p u t ,  w h i l e  a d e c a d e  

l a t e r  i ts  p r o p o r t i o n  had f a l l e n  t o  27.15 ( i b i d , ) .  During 

t h e  same p e r i o d  i n  Western  Europe t h e r e  h a s  been no major  

change i n  i t s  r e l a t i v e  w o r l d  p o s i t i o n  w i t h i n  t h e  A I  

( i b i d : 2 3 ) ,  Unl ike  North  America,  J a p a n  has  e x p e r i e n c e d  a 

s i g n i f i c a n t  o u t p u t  e x p a n s i o n .  For example,  J a p a n ' s  s h a r e  o f  

wor ld  o u t p u t  grew from 20.79 i n  1977 t o  26 .45  i n  1987 

( i b i d :  24)  . 

During t h e  1990s,  however, t h e  s c e n e  nas changed 

somewhat. Japan  h a s  been i n  r e c e s s i o n  s i n c e  1992 

( p r o d u c t i o n  dropped by 2 . 5  m i l l i o n  v e h i c l e s  between 1990 

and  1 9 9 7 ) ;  Europe has  gone  t h r o u g h  a pe r iod  of s t a g n a t i o n ;  

and  Nor th  America h a s  b e e n  e x p e r i e n c i n g  a r e c o v e r y ,  w i t h  

p r o d u c t i o n  hav ing  i n c r e a s e d  by  2 .7  m i l l i o n  v e h i c l e s  o v e r  

t h e  same p e r i o d  (Lung, 2000 :17) .  On t h e  o t h e r  hand, t h e r e  

is a  new phenomenon t h a t  is t a k i n ~  p l a c e  d u r i n g  t h e  1990s .  

T h a t  is, t h e  remarkab le  i n c r e a s e  i n  p r o d u c t i o n  o u t s i d e  o f  

t h e  t r i a d .  P r o d u c t i o n  i n  t h e  rest of the worla jumped by 

58.7% from 1990 t o  1997,  c o r r e s p o n d i n g  ta t h e  a s s e m b l y  o f  

n e a r l y  4.6 m i l l i o n  e x t r a  v e h i c l e s  ( i b i d - )  . T h i s  s i g n i f i c a n t  

i n c r e a s e  i s  t a k i n g  p l a c e  i n  c o u n t r i e s  s u c h  a s  S o u t h  Korea, 



Brazil, China, Mexico, India and some countries of Eastern 

Europe such as Poland and the Czech Republic (ibid: 18). 

Freyssenet and Lung (2000) summarize the current 

global AI condition within four processes: Financial 

globalization - companies that are permanently subject to 

erratic fluctuations in exchange rates; the liberalization 

of world trade and deregulation; regional integration - the 

constitution of regional enrities around each pole of the 

tr iad; and finally the emergence of the newly 

industrialized countries, particularly in Asia (73-761. 

These identifiable processes have major effect on the AI as 

they reinforce the global character of the cornpetitive 

process (ibid: 73) . 
However, changes did not happen only at the global 

level with the organization of production and distribution 

at an international scale. There are changes that refer to 

the level of the labour process itself with the 

introduction of new work practices into the workplace 

(Stewart and Garrahan, 1995:518). 

As we mentioned above, while the early AI in Europe 

was dominated by craft practices, the overlapping 

principles of Taylor's scientific management and Ford's 

sequentially interdependent assembly line combined in the 

fornative years of the US AI to yield the powerful mass 



produc t ion  paradigm (MacDuffie & P i l ,  1997: lO) .  Thus, rnass 

produc t ion  c h a r a c t e r i z e d  by an extreme s p e c i a l i z a t i o n  of 

r e s o u r c e s ,  by a  s t a n d a r d i z e d  produc t  de s ign ,  a  c e n t r a l i z e d  

h i e r a r c h y  and by a  s e p a r a t i o n  o f  concept ion  and execu t ion  

of  t a s k s ,  became t h e  dominant mode1 f o r  t h e  A I  i n  t h e  US 

and g r a d u a l l y ,  i n f luenced  t h e  rest of t h e  world ( i b i d . ) .  

The mass produc t ion  paradigm o r  Fordism was dominant 

i n  t h e  A I  u n t i l  t h e  1970s, when t h e  o r g a n i z i n g  p r i n c i p l e s  

i n  t h e  i n d u s t r y  s t a r t e d  s h i f t i n g  towards f l e x i b l e  o r  l e a n  

p roduc t ion ,  i n  s h o r t  post-Fordism ( i b i d : l l ) .  The changes i n  

t h e  au tomobi le  markets  r e s u l t e d  i n  t h e  shorcen ing  of 

p roduc t  l i f e  c y c l e s ,  and t h u s ,  automobi le  companies could  

no l o n g e r  r e l y  on economies of s c a l e ,  r a t h e r  t h e y  must 

i nnova t e  c o n s t a n t l y  t o  a n t i c i p a t e  t h e  changing demands of 

t h e i r  customers  (Morales,  1994:22-26). The g e n e r a l  

c h a r a c t e r i s t i c s  of l e a n  p roduc t ion  e x p r e s s  a  s o r t  of 

i n v e r s i o n  of  t h e  e lements  t h a t  c h a r a c t e r i z e  t h e  p rev ious  

mode1 o f  mass produc t ion .  Thus, t h e  sys tem of l e a n  

p roduc t ion  i s  based on more general r e s o u r c e s  (mu l t i -  

s k i l l e d  workers,  genera l -purpose  machines, fewer f u n c t i o n a l  

s p e c i a l i s t s ) ,  t h a t  f a c i l i t a t e  t h e  hand l ing  of  a  g r e a t e r  

v a r i e t y  o f  p roduc t  de s igns ,  more d e c e n t r a l i z e d  a u t h o r i t y  

and a h i g h e r  deg ree  of i n t e g r a t i o n  o f  concep tua l  a c t i v i t y  



wi th  t h e  execu t ion  of  p roduc t ion  t a s k s  (MacDuffie & P i l ,  

1997 : 11) . 

The changes a t  bo th  g l o b a l  and l abour  p r o c e s s  l eve l s ,  

which marked t h e  t r a n s i t i o n  from F o r d i s t  t o  p o s t - F o r d i s t  

system of produc t ion  and of work o r g a n i z a t i o n  t echn iques  i n  

the A I ,  have a  s i g n i f i c a n t  e f fec t  on economies and 

s o c i e t i e s  qene ra l ly .  A s  w e  saw i n  t h e  p rev ious  chap te r ,  t h e  

shift from Fordism co p s t - F o r d i s m  i s  no t  r e l e v a n t  on ly  t o  

the A I ,  bu t  i t  r a t h e r  a f f e c t s  t h e  t o t a l i t y  o f  s o c i a l  and 

economic o r g a n i z a t i o n .  The i m p l i c a t i o n s  of t h i s  change,  

however, gave b i r r h  t o  s e v e r a l  issues and debates related 

t o  work a s  an economic and s o c i a l  a c t i v i t y .  I n  t h e  p r e v i o u s  

c h a p t e r  w e  exarninsd those  i s s u e s / d e b a t e s  a s  t hey  are 

expressed g e n e r a l l y  wi th  reference t o  the a r e a  of work and 

t o  t h e  r e s o l u t i o n  of t h e  HFP a t  a more g e n e r a l  l e v e l ,  and 

we drew examples from v a r i o u s  i n d u s t r i e s  and workplaces . A t  

t h i s  p o i n t ,  however, w e  w i l l  examine t h e  same 

i s s u e s / d e b a t e s ,  i n  r e f e r e n c e  to t h e  A I .  I n  o t h e r  words, 

through exarnining the c u r r e n t  isçues/debates, w e  will show 

how t h e  HFP is perce ived  and unders tood  w i t h i n  t h e  A I ,  the 

techniques t h a t  a r e  used f o r  i t s  r e s o l u t i o n ,  and t h e  

implications o f  t h i s  a t t e m p t  f o r  t h e  workers,  their unions  

and t h e  au tomobi le  companies. 



4 - 3  SKILLS AND AUTO INDUSTRY 

I n  o u r  p rev ious  c h a p t e r  w e  d i s cussed ,  i n  g e n e r a l  

terms, t h e  i s s u e  o f  s k i l l s  and t h e  deba te  r ega rd ing  t h e  up- 

s k i l l i n g  o r  d e - s k i l l i n g  o f  t h e  workforce i n  p o s t - F o r d i s t  

workplaces.  We o u t l i n e d  t h e  major arguments o f  t h e  two 

o p p o s i t e  t h e s e s  and w e  p rovided  a  few examples from v a r i o u s  

s t u d i e s  i n  d i f f e r e n t  c o u n t r i e s  and workplaces-  Echoing Our 

argument i n  t h e  f i r s t  c h a p t e r ,  t h e  i s s u e  o f  s k i l l s ,  i n  

r e l a t i o n  t o  t h e  HFP, is a s s o c i a t e d  wi th  t h e  need f o r  a new 

type of worker, wi th  s p e c i f i c  c h a r a c t e r i s t i c s  ana  

q u a l i t i e s ,  who w i l l  be a b l e  t o  o p e r a t e  e f f i c i e n t l y  w i th in  

t h e  emerging pos t -Fo rd i s t  system of work o r g a n i z a t i o n .  

Also, a t  t h e  l e v e l  of  ba rga in ing  power, t h e  i s s u e  of s k i l l s  

i s  important  i n  t e n n s  of  managing t o  ensu re  a  s k i l l e d  

s t a t u s  f o r  a  s p e c i f i c  occupat ion ,  a  f a c t  t h a t  w i l l  r e s u l t  

i n  a  h ighe r  l e v e l  of  wages f o r  t h e s e  occupa t ions ,  However, 

h ighe r  s k i l l s  does  n o t  a lways mean h ighe r  wages, a s  w e  w i l l  

see l a t e r  on. F i n a l l y ,  t h e  v a r i e t y  i n  t h e  f i n d i n g s  of  

d i f f e r e n t  s t u d i e s  r ega rd ing  t h e  s k i 1 1  l e v e l s  o f  a  s p e c i f i c  

workforce is due t o  o t h e r  cont ingency f a c t o r s  t h a t  a r e  

a s s o c i a t e d  wi th  t h e  s p e c i f i c  a r ea ,  t h e  s p e c i f i c  s e c t o r ,  t h e  

s p e c i f i c  count ry ,  t h e  s p e c i f i c  p l a n t ,  and s o  on. 

Taking t h e  above i n t o  c o n s i d e r a t i o n ,  w e  w i l l  now 

proceed and examine t h e  i s s u e  of  s k i l l s  i n  r e l a t i o n  t o  A I ,  



Various data from s t u d i e s  and su rveys  i n  s e v e r a l  c o u n t r i e s  

w i l l  be used i n  o r d e r  t o  i d e n t i f y  t h e  c o n d i t i o n s  of t h e  up- 

s k i l l i n q / d e - s k i l l i n g  d e b a t e  i n  t h e  A I ,  i n  particular, a s  an 

impor tan t  f e a t u r e  o f  t h e  whole d i s c u s s i o n  p re sen ted  i n  t h i s  

thesis regard ing  t h e  HFP and i ts  r e s o l u t i o n .  

I n  a d d i t i o n  t o  be ing  p h y s i c a l l y  demanding, t h e  A I  has 

always been a tough environment i n  which t o  work (S tewar t  

and Garrahan, 1 9 9 5 : 5 1 7 ) .  Thus, t h e  r e s o l u t i o n  of the  HFP 

appea r s  cornplex. With t h e  i n t r o d u c t i o n  of pos t -Fo rd i s t  work 

o r g a n i z a t i o n  t echn iques  in t h e  A I ,  t h e  p roduct ion  has  

become l e a n e r  and che re  a r e  claims t h a t  amonq o t h e r  t h i n g s ,  

l e a n  product ion  and new management techniques  c o n t r i b u t e  t o  

t h e  i n c r e a s e  i n  t h e  s k i l l  l e v e l s  amongst workers, as  t h e s e  

new techniques  i nvo lve  "working smar t e r  r a t h e r  t han  harder"  

(Stewart and Garrahan, 1995:520) .  This is mainly t h e  

argument of the advoca tes  of t h e  new economy rega rd ing  t h e  

s k i l l  l e v e l s  o f  t h e  workforce employed i n  t h e  A I .  

Na t iona l  governments have acknowledged t h e  c u r r e n t  

changes and have t r i e d  t o  t a k e  f u r t h e r  a c t i o n s  i n  o r d e r  t o  

p r e p a r e  t h e i r  economies for adjus tment  t o  the new 

c o n d i t i o n s .  A r e p o r t  on the Canadian A I  (19981, f o r  

instance, emphasizes t h e  importance o f  h igh - sk i l l ed  workers 

f o r  t h e  i n d u s t r y r s  i n t e r n a t i o n a l  compet i t iveness  and it is  

s t a t e d  t h a t  d u r i n g  1990s, t h e  Canadian A I  i n v e s t e d  h e a v i l y  



i n  new rnanufacturing p roces se s  and t e c h n o l o g i e s ,  i n c l u d i n g  

t o t a l  q u a l i t y  management programs, c o m p t e r - a i d e d  des ign ,  

jus t - in - t ime  i n v e n t o r y  systems and computer-aided 

manufactur ing,  a l 1  o f  which have i n c r e a s e d  t h e  i n d u s t r y ' s  

need f o r  a  more h i g h l y  s k i l l e d  l a b o u r  f o r c e  ( 2 1 ) .  That  is 

to say ,  t h e  Canadian government has  under taken  an 

i n i t i a t i v e  t o  i n t r o d u c e  programs t h a t  w i l l  i n c r e a s e  t h e  

s k i l l  l e v e l s  of t h e  Canadian autoworkers .  

I n  g e n e r a l ,  t h e  Canadian government has  expressed  t h e  

i n t e n t i o n  t o  i n c r e a s e  t h e  s k i l l  l e v e l s  o f  t h e  workforce i n  

e v e r y  s e c t o r  by i n t r o d u c i n g  and p rov id ing  funding f o r  

r e l e v a n t  programs. More s p e c i f i c a l l y ,  Canada e s t a b l i s h e d  

t h e  s o - c a l l e d  National Occupa t i o n a l  Standards.  Occupat ional  

S t anda rds  d e s c r i b e  t h e  s k i l l s  and knowledge needed t o  

perform competent ly  i n  t h e  workplace and t h e y  he lp  

companies and i n d i v i d u a l s  p l a n  t h e i r  s k i l l  development and 

ma in t a in  t h e i r  cornpetencies (HRDC web s i t e - N a t i o n a l  

Occupa t iona l  S t a n d a r d s ) .  Occupa t iona l  S t anda rds  a r e  

deve loped  by employers and employees working t o g e t h e r  

t h rough  a S t anda rds  Development Cornmittee. This cornmittee 

selects a s m a l l  group of p r a c t i t i o n e r s  t o  develop a  d r a f t  

o c c u p a t i o n a l  a n a l y s i s ,  which t h e n  is  v a l i d a t e d  n a t i o n a l l y .  

The a n a l y s i s  becomes occupa t iona l  s t a n d a r d  when it is 



endorsed at the industry level (HRDC web site-National 

Occupational Standards), 

Human Resources Development Canada (HRDC) contributes 

to the development of occupational standards through 

technical advice and guidance and the introduction of 

various funding programs. Such programs include S e c t c r a l  

P a r t n e r s h i p  I n i t i a t i v e s  (SPI) ", Science and Technology 

I n r e r n s h i p  Programs ( $ T I P I ï  and Jabour ~YobiLity P r o j e c t s  

tthese projects allow Canadian workers access to jobs 

across Canada) . 
Studies on the autoworkerst skills have reached 

conclusions that skill levels increase or decrease 

according to the content of the job. For example, a case 

study on the effects of technological change and 

organizational restructuring on workers' tasks and skills 

at the General Motors assembly plant in Linden, New Jersey 

(Milkrnan and Pullman, 1991), indicates that the changes in 

this plant had highly polarized effects on the workforce: 

skilled trades workers experienced skill upgrading and 

gained enhanced responsibilities, while production workers 

underwent deskilling and became increasingly subordinated 

4 Canadian government facilitates partnerships with Canadian industries, encourages and assists 
in the development of sector partnerships. These partnerships work by encouraging key players 
in sectors to work together and by supporting projects that prornote skills development for 
Canadians (HRDC web site-Funding Programs). 



to the new technology (123). This case supports the 

contingency mode1 of technological change, which gives 

emphasis to the importance of managerial discretion and 

organizational culture in shaping the outcomes of 

technological change (ibid:144). In other words, as Spenner 

(1985) argues, the same innovations in two different firms 

can affect ski11 requirements in differmt ways (146). 

Reqarding the content of the job, Peter Wickens, a 

Sunderland, England, Missan plant manager, even though he 

admits that lean production is suffüsed with Taylorism and 

the logic of the assembly line, argues that other aspects 

of the system, such as teamwork, enlarged responsibilities 

of production workers and worker involvement in continuous 

improvement of che production process, compensate for these 

rigidities and allow for moving away from alienated work 

and create fulfilling, rneaningful jobs (Wickens, l993:2l). 

However, Bratton's study (1992) of six Japanese 

rnanufacturing transplants in Great Britain challenges 

Wickens* view. Bratton found that large-batch producers 

adopted a deskilling approach to organizing the labour 

process. The Japanese owners put a premium on workers' 

autonomy and technical skills only in small-batch, high- 

5 STIP are organized by the Canadian govemment with collaboration with sectors that refer to 
unemployed or under-employed poçt-secondary graduates (HRDC web siteFunding Programs). 



value-added workplaces,  i . e . ,  p l a n t s  whose technology and 

product ion  p roces s  t r a d i t i o n a l l y  have r e q u i r e d  a s k i l l e d  

workforce f o r  o p e r a t i o n a l  reasons  (Bra t ton ,  1992:203). 

Also, Graham's ( 1 9 9 5 )  s t u d y  of Subaru-Isuzu, i n d i c a t e s  

r h a t  t h e  con ten t  of work i n  Lean p l a n t s  is not  much 

d i f f e r e n r  f rom t h a t  i n  a u t o  assembly p l a n t s  i n  t h e  1950s. 

This  means t h a t  most jobs  were found t o  be fragmented,  

s t anda rd i zed ,  sho r t - cyc l ed  and r e p e t i t i v e .  Although workers 

perform m u l t i p l e  t a s k s ,  a l 1  of t h e m  a r e  r o u t i n e  and e a s i l y  

Learned. 

The same argumenï is suppor ted  i n  ano the r  s t u d y  by 

Elerggren (1992) about  t h e  Swedish A I .  Th i s  study p r e s e n t s  

s i x  case s t u d i e s  of o r g a n i z a t i o n a l  and t e c h n i c a l  change i n  

t h e  Swedish A I  between 1970 and 1990.  Berggren acknowledges 

t h e  b read th  o f  t h e  new Japanese methods of  l abour  

u t i l i z a t i o n ,  bu t ,  a s  he a rgues ,  ' t h i s  i s  f a r  from being  

e q u i ~ a l e n t  t o  a  g e n e r a l  r e s k i l l i n g  of t h e  p roduc t ion  f o r c e '  

(1992:43) .  Arnong t h e  rnany i n t e r e s t i n g  f i n d i n g s  r e g a r d i n g  

che Swedish A I ,  Berggren conc ludes  t h a t  t h e  demand for 

f l e x i b i l i t y ,  for  most workers, means t h a t  t h e y  a r e  

a l t e r n a t i n g  between s i m i l a r  r e p e t i t i v e  t a s k s .  This is 

rnu l t i t a sk ing  r a t h e r  t h a n  m u l t i s k i l l i n g  (ibid:44). Also, t o  

a vary ing  degree,  t r a i n i n g  i n  group-based problem so lv ing ,  

b a s i c  i n d u s t r i a l  e n g i n e e r i n g  and q u a l i t y  c o n t r o l  t echn iques  



was a l s o  provided,  bu t  t h e  bu lk  o f  work s t i l l  c o n s i s t s  of 

v e r y  s t anda rd i zed  and f a c t o r y - s p e c i f i c  o p e r a t i o n s ,  a s  

opposed t o  t h e  possess ion  o f  competencies by workers t h a t  

a r e  of a  g e n e r a l  va lue  t o  the l abour  market ( i b i d : 4 5 ) .  

Data from a  s tudy  of Canadian A I  sugges t  t h e  same, 

t h a t  is, workers f i n d  l e a n  work more i n t e n s i v e  and more 

complex, and t h e  exper ience  s u p p o r t s  t h e  view of  

m u l ~ i t a s k i n g  r a t h e r  t h a t  of  m u l t i s k i l l i n g  (R ineha r t  e t  a l ,  

1997) . F i n a l l y ,  ca se  s t u d i e s  of UK and US a u t o  f i rms  

o p e r a t i n g  i n  B r i t a i n ,  do no t  suppor t  c la ims  of  h igher  s k i l l  

l e v e l s ,  o r  c la ims  t h a t  t he  new l e a n  product ion  system i s  

a s s o c i a t d  wi th  t h e  'working smar t e r ,  no t  harder '  argument 

(S t ewar t  and Garrahan, 1995) .  More s p e c i f i c a i l ÿ ,  two- th i rds  

of t h e  workers surveyed Say t h a t  new management techniques  

have r e s u l t e d  i n  work becoming ha rde r  a s  opposed t o  s m a r t e r  

( i b i d : 5 3 1 ) .  Also, t h e  same s t u d y  t a l k s  about  t h e  re- 

d e f i n i t i o n  by management of  e x i s t i n g  t a s k s  a s  s k i l l e d .  

S t ewar t  and Garrahan found t h a t  workers pe rce ive  t h i s  

r e d e f i n i t i o n  of  s k i l l  and knowledge a s  t h e  d i s c o u r s e  i n  

which less s k i l l e d  work, based  on e x i s t i n g  knowledge, 

becomes t h e  means f o r  enhancing e f f o r t  and p r o d u c t i v i t y ,  

r a t h e r  t h a n  enhancing s k i l l  ( i b i d . ) .  I n  o t h e r  words, 

management r e d e f i n e s  e x i s t i n g  t a s k s  i n  o r d e r  t o  convince 

workers t h a t  t hey  a r e  more s k i l l e d  s o  t h e y  w i l l  p u t  more 



e f f o r t  i n t o  t h e  product ion  p roces s  and i n c r e a s e  

p r o d u c t i v i t y  and p r o f i t ,  

The conc luoions  t h a t  we can r each  from t h e  d a t a  and 

t h e  s t u d i e s  o u t l i n e d  above a r e  t h e  fo l lowing:  w e  cannot Say 

f o r  s u r e  if t h e  s k i l l  l e v e l s  of workers i n  t h e  A I  have 

i n c r e a s e d  o r  decreased ,  i n  terms of  o v e r a l l  assessment .  

Contingency factors may affect workersf s k i l l s  i n  d i f f e r e n t  

r eg ions  o r  c o u n t r i e s .  Even wi th in  t h e  same p l a n t ,  s k i l l  

l e v e l s  may have inc reased  o r  decreased  depending on t h e  

n a t u r e  oE a s p e c i f i c  job.  

Ano the r  conc lus ion  is t h a t  t h e  d e f i n i t i o n  of s k i l l ,  

t h a t  i s ,  what i s ' c o n s i d e r e d  t o  be s k i l l e d  work v a r i e s  from 

s t u d y  t o  s tudy ,  a f a c t  t h a t  makes i t  d i f f i c u l t  t o  

g e n e r a l i z e  and reach an  o v e r a l l  conc lus ion  r ega rd ing  t h e  

s k i l l  l e v e l s  i n  t h e  A I .  

A very important  conc lus ion  h e r e  is t h a t  t h e r e  i s  a  

d i f f e r e n c e  i n  the pe rcep t ion  of t h e  upgrading o f  s k i l l s  

between management and workers.  A s  w e  saw above, management 

c e l e b r a t e s  t h e  i n c r e a s e  o f  s k i l l e d  jobs  a s  a p o s i t i v e  

outcome of t h e  a p p l i c a t i o n  of new management techniques  and 

t h e  i n t r o d u c t i o n  of  new t echno log ie s ,  wh i l e  workers,  i n  

most cases, expe r i ence  t h e  upgrading o f  s k i l l s  a s  an 

i n t e n s i f i c a t i o n  o f  t a s k s  and o f  e f f o r t .  T h i s  p u t s  i n t o  



question the 'working smarter-not harder' argument of post- 

Fordist management. 

An interesting aspect that shows the cornplex character 

of the issue of skills is revealed when we relate skill 

levels to workers' wages. We argue here that "high skill 

levels" does not mean "high wages". Even in cases that 

autoworkers manage to msure a skilled status for their 

occupation, this does not mean that they can guarantee a 

higher waqe. There are new models of uork organization 

emerging in individual plants, which show that high skill 

levels and post-Fordist management techniques can be 

cornpacible with low waqes. An example of this trend is 

shown in a study of the independent Canadian auto parts 

manufacturer, Magna International Inc. (Anderson & Holrnes, 

1 9 9 4 ) .  As this study shows, high skill levels can be 

compatible with low wages without the industry losing its 

competitiveness and its success. As this study States, 

Magna seems to have pursued a strategy that combines an 

innovative German-style technical approach to product 

development and process engineering that produces 

sophisticated and highly engineered products, with the 

emerging, distinctly American mode1 of small, non-union 

plants in which production workers are low-paid ( 6 5 6 ) .  This 

mode1 of relatively low wages that is consistent with the 



p r o d u c t i o n  o f  s o p h i s t i c a t e d ,  h i g h l y  eng inee red  p roduc t s  i s  

becoming i n c r e a s i n q l y  p r e v a l e n t  i n  t h e  North American A I ,  

p a r t i c u l a r l y  i n  t h e  US ( i b i d . ) .  Also,  s t u d i e s  of American 

AIS i n  Mexico show t h e  combinat ion o f  h igh  s k i l l s  wi th  low 

wages. s t u d y  i n  Hermosi l lo  p l a n t  by Harley Shaiken (1995)  

shows t h a t  a l t houqh  t h e  workforce was s k i l l e d  and e a s y  t o  

p i c k  up new s k i l l s  because t h e y  were r e l a t i v e l y  l i t e r a t e ,  

t h e  wages could  not  go up. The c o n s t a n t  e x h o r t a t i o n s  t o  

a c h i e v e  h ighe r  q u a l i t y  and p r o d u c t i v i t y  and t h e  f r equen t  

conpa r i sons  t a  a u t o  p l a n t s  th roughout  t h e  world r a i s e d  

i n e v i t a b l e  comparisons t o  wage l e v e l s  i n  i n d u s t r i a l  

c o u n c r i e s  (Shaiken,  1995:256).*  Workers d i d  noc a s p i r e  t o  

p a r i t y ,  b u t  f e l t  they  were s i g n i f i c a n t l y  underpaid ( i b i d . ) .  

The re fo re ,  t h e  d a i m  t h a c  s k i 1 1  l e v e l s  o f  autoworkers  

a r e  i n c r e a s i n g  may not  be a s  d e f i n i t e  a s  it seems t o  be i n  

t h e  first p l a c e ,  i n  terms o f  whether  more workers b e n e f i t e d  

£rom t h e  r e o r g a n i z a t i o n  of  t h e  working p roces s .  The need 

f o r  lower produc t ion-cos t  has  made work o r g a n i z e r s  s e a r c h  

f o r  new s t r a t e g i e s  t h a t  w i l L  combine h igh  s k i l l s  w i t h  low 

wages, a t  l e a s t  i n  cases where t h i s  s i t u a t i o n  applies. This 

t r e n d ,  though, i s  r e l a t e d  t o  t h e  d e c l i n e  i n  u n i o n i z a t i o n  

and w e  w i l l  r e f e r  t o  it a g a i n  la ter  on. 



4.4 DEMOCRATIZATION & EMPOWERMENT IN THE AUTO INDUSTRY 

A s  w e  saw i n  t h e  p rev ious  c h a p t e r ,  t h e  pos t -Fo rd i s t  

l i t e r a t u r e  p r e s e n t s  t h e  c l a h  t h a t  t h e  new management 

t e chn iques  c o n t r i b u t e  t o  t h e  empowerment o f  workers and t o  

t h e  c r e a t i o n  of  a  more democra t ic  workplace.  I n  o t h e r  

words, workers appear  t o  g a i n  more autonomy and c o n t r o l  

ove r  t h e  p roduc t ion  process ,  through t h e  e l i m i n a t i o n  of 

former T a y l o r i s t i c  manager ia l  s t r u c t u r e s .  However, r e s e a r c h  

f i n d i n g s  from v a r i o u s  workplaces t h a t  underwent 

r e o r g a n i z a t i o n  of  t h e i r  working p r a c t i c e s ,  p u t  t h e  

tmpowerment t h e s i s  i n t o  q u e s t i o n .  L e t  a s  now proceed and 

examine t h e  c a s e  of t h e  A I  r ega rd inq  t h e  empowerment of 

auroworkers .  

The p rev ious ,  F o r d i s t  mode1 of  work o r q a n i z a t i o n  i s  

c h a r a c t e r i r e d  by t h e  l i m i t e d  r o l e  o f  i n d i v i d u a l  workers i n  

workplace d e c i s i o n  making, t h a t  i s  t o  Say, t h e  F o r d i s t  

system l a r q e l y  exc ludes  i n d i v i d u a l  workers  from d e c i s i o n s  

about  p l ann ing ,  workplace des ign ,  o r  how day-to-day 

p roduc t ion  problems should  be r e s o l v e d  (Lewchuk & 

Robertson,  1997:37) .  Even compared w i t h  t h e  n i n e t e e n t h  

c e n t u r y  c r a f t  workers ,  t h e  workers  i n  F o r d i s t  systems 

indeed  have l i m i t e d  r o l e s  ( i b i d . ) .  With t h e  coming of  pos t -  

Fordism t h e r e  is a  promise t h a t  t h i s  s i t u a t i o n  is chanqing.  

The new management t e chn iques  d a i m  t o  c r e a t e  f l e x i b l e ,  



empowered workers  which w i l l  b l u r  t h e  d i v i s i o n  of  l a b o u r  

between management and p roduc t ion  workers (ibid:38). 

Research f i n d i n g s ,  however, t h a t  a r e  based on t h e  

p e r c e p t i o n  of  au toworkers  g i v e  a  somewhat d i f f e r e n t  view of  

t h e  c o n d i t i o n s  r e g a r d i n g  empowerment. 

For example, i n  a  s t u d y  sponsored by t h e  Canadian 

Automobile Workers, Lewchuk and Robertson (1996)  surveyed  

1,670 workers ernployed a t  16  d i f f e r e n t  s u p p l i e r s  o f  

outornobile components, and found no suppor t  f o r  t h e  

hypo thes i s  t h a t  l e a n  p roduc t ion  empowered workers o r  

improved t h e  q u a l i t y  o f  working l i f e .  More s p e c i f i c a l l y ,  

Lewchuk and Robertson used some i n d i c a t o r s  o f  what 

c o n s t i t u t e s  good working c o n d i t i o n s  and ernpowerment. Such 

i n d i c a t o r s  were: a b i l i t y  of workers t o  change t h i n g s  t hey  

do no t  like abou t  t h e i r  jobs ,  a b i l i t y  t o  i n f l u e n c e  when 

work is  done by vary ing  t h e  rhythm of work o v e r  t h e  c o u r s e  

of the day, a b i l i t y  t o  l e a v e  t h e  works t a t i on  t o  a t t e n d  t o  

pe r sona l  m a t t e r s ,  etc. The l e a n  p l a n t s  s t u d i e d  s c o r e d  

s i g n i f i c a n t l y  worse on many of  t h e  i n d i c a t o r s  o f  good 

working c o n d i t i o n s  i n c l u d i n g  ernpowerment, compared t o  more 

t r a d i t i o n a l l y  o r g a n i z e d  F o r d i s t  p l a n t s .  

Another s t u d y  by S t even  Babson(1993) o f  2,400 workers  

a t  t h e  Mazda assembly p l a n t  i n  F l a t  Rock, Michigan, f a r  

from f i n d i n g  t h a t  t h e  o r g a n i z a t i o n  o f  work empowered 



w c r k e r s ,  it would seem t h a t ,  by design, Mazda management 

c r r a t e d  a system which t i g h t l y  c o n t r o l s  workers.  Babson 

found t h a t  t h e  span  o f  r e s p o n s i b i l i t y  of Mazda workers had 

i n c r e a s e d  th rough  t h e i r  p a r t i c i p a t i o n  in t h e  p r o c e s s  of 

improvement. Th i s  p a r t i c i p a t i o n ,  however, was s t r u c t u r e d  by 

management i n  such a way t h a t  management and no t  the 

workers c o n t r o l l e d  the p r o c e s s .  For example, each  worker 

was provided w i t h  a proqramrned work sheet which def ines  

each job i n  m i n u t e  detâil, i n c l u d i n g  t h e  casks t o  be 

performed, t h e i r  sequence and t h e  nurnber of  seconds 

a l l o t t e d  f o r  s a c h  t a s k .  Ceviation from this p l a n  is 

d iscouraqed ,  a s  c o n s i s t e n c y  in following t h e  work sheet is 

seen t o  e n s u r e  q u a l i t y  (Babson, 1 9 9 3 : 7 ) .  

Lewchuck and Robertson (1997) again ,  examine t h e  

r e l a t i o n s h i p  between new forms of work o r g a n i z a t i o n  and 

worker empowerment. They u s e  d a t a  c o l l e c t e d  f rom a survey 

o f  2,424 Canadian au toworkers  employed bÿ Ford, Chrys l e r ,  

Genera l  Motors and CAMI ( j o i n t  v e n t u r e  between Genera l  

Motors and Suzuki). Workers were asked a wide range of 

q u e s t i o n s  abou t  t h e i r  workload, h e a l t h  and sa fe ty  

c o n d i t i o n s ,  ernpowerment, and r e l a t i o n s  wi th  management. 

Lewchuck ând Robertson use the same i n d i c a t o r s  of 

empowement a s  i n  their p r e v i o u s  s t u d y  t h a t  we r e f e r r e d  t o  

above. Most of t h e  r e s u l t s  o f  t h i s  s t u d y  c o n t r a d i c t  t h e  



p r e d i c t i o n s  of t h e  proponents  o f  l e a n  produc t ion  who have 

a rgued  t h a t  t h i s  new mode1 of  work o r g a n i z a t i o n  would 

empower workers and enhance t h e  q u a l i t y  of working l i f e  

( 5 9 ) .  That is ,  t h e r e  was l i t t l e  ev idence  t h a t  motor v e h i c l e  

workers i n  t h e s e  p l a n t s  were empowered. 

On t h e  o t h e r  hand, a  s t u d y  by Diana Antonio (1999) i n  

f o u r  American manufactur ing p l a n t s ,  i nc lud ing  automobile ,  

examines t h e  i n t r o d u c t i o n  of  employee p a r t i c i p a t i o n  

programs. The r e s e a r c h  methods i nc luded  a s u r v e y  of 50 

employees i n  each p l a n t ,  i n t e r v i e w s  of management and union 

r e p r e s e n t a t i v e s ,  o b s e r v a t i o n s  d u r i n g  t h e  p l a n t  v i s i t s ,  and 

t h e  a n a l y s i s  of l i t e r a c u r e .  According t o  t h e  employee 

survey ,  t h e  p a r t i c i p a t o r y  programs i n  t h e  f o u r  c a s e s  

appeared t o  have been s u c c e s s f u l  i n  g i v i n g  a  f e e l i n g  of  

ernpowerment and teamwork t o  most o f  t h e  respondents .  

However, most o f  t h e s e  workers  b e l i e v e d  t h a t  p a r t i c i p a t i o n  

had no t  changed f i n a n c i a l  rewards  f o r  innova t ing .  Here 

ernerges a g a i n  t h e  i s s u e  o f  i n t r o d u c t i o n  of  pos t -Fo rd i s t  

t e chn iques  a long  w i t h  low wage and cos t - s av ing  p r a c t i c e s  

t h a t  w e  d i s c u s s e d  i n  t h e  s e c t i o n  o f  t h e  i s s u e  o f  s k i l l s .  

Pos t -Fo rd i s t  management t e c h n i q u e s  claim t o  prov ide  a  

s o l u t i o n  f o r  t h e  HFP. However, t h e  'economic axiom 

phi losophy" o f  ach i ev ing  t h e  h i g h e s t  p o s s i b l e  p r o f i t  w i th  

t h e  lowes t  p o s s i b l e  c o s t  poses  t h e  n e c e s s i t y  o f  t h e  



development of o t h e r  t e chn iques  of  work o r g a n i z a t i o n  that 

w i l l  p rov ide  that o p p o r t u n i t y .  T h i s  r e f l e c r s  t h e  M a r x i s t  

p r i n c i p l e  o f  workers '  e x p l o i t a t i o n ,  o n l y  i n  a more 

s o p h i s t i c a t e d  way. Management a t t e m p t s  to c r e a t e  more 

"capable" workers  w i th  advanced q u a l i t i e s  so  there  is more 

t o  be made o u t  o f  the proces s  o f  e x p l o i t a t i o n ,  i n  terms of  

human r e s o u r c e s  o r  human c a p i t a l .  

Overall, as most of t h e  s t u d i e s  above show, we can s a y  

t h a t  i n  t h e  AI workers  do not seêm î o  e x p e r i e n c e  a h i q h  

d e g r e e  of  empowerment, d e s p i t e  r h e  attempts of  pos t -Fo rd i s t  

management and t h e  v a r i o u s  worker p a r t i c i p a t i o n  proqrams 

that nave been in ï roduced .  This t rend,  a s  w e  saw i n  the 

prev ious  c h a p t e r ,  is found i n  o t h e r  workplaces  too ,  from 

other industries and o t h e r  s e c t a r s  o f  t h e  economy. A t  

least, i n  terms of t h e  workers' p e r c e p t i o n  of  t h e i r  own 

jobs,  t h e  empowerment t h e s i s  does  n o t  seem t o  work. I n  the 

cases t h a t  it works, empowerment is n o t  accornpanied w i t h  

h igh  wages. 

4.5 WI~N-MANAGEMENT RELATIONSHIP IN T E  AUTO INDITSTRY 

The r e l a t i o n s h i p  between workers'  un ions  and pos t -  

F o r d i s t  management appears to be r e c o n s t i t u t e d  and p l aced  

w i t h i n  d i f f e ren t  s e t t i n g s  t h a n  t h e  ones  t h a t  aominated t h e  

F o r d i s t  p e r i o d -  Management has approached unions ,  and now 



there is a more cooperative environment between the two. 

Also, there is a significant decline in unionization in al1 

kind of industries, especially in manufacturinq. 

According to Lowell Turner (1991), labour-management 

relations are structured by two variables: first, the 

extent to which unions are integrated inta the process of 

managerial decision-makinq, and second, the existence of 

laws or corporatist bargaining arrangements ( 1 2 ) .  in some 

countries, such as Gsrrnany, both of the above variables can 

be found. In some other countries, such as Japan ,  only the 

fixst variable can be found, where workers and their unions 

are integrated into the process o f  managerial decision- 

making. This integration, however, is defined on 

management's terms and corporatist bargaining arrangements 

do not exist, due to the fact that unions and workers are 

not supported by national laws (Green, 1996:164), In North 

Ilmerica, none of the above variables can be found, Unions 

are not inteqrated into managerial decision-making because 

the US National Labor Relations Act and Canadian labour 

laws do not provide the legal basis for independent 

participation in managerial decision-making, although 

integration does occur in a single f i m  or plant basis at 

management's initiative (ibid.), Finally, in Canada and the 

US, corporatist bargaining structures are weak. In both 



countries, organized labour associations are fragmented, 

but organized labour in Canada, unlike the US, enjoys 

popular and political party support sufficient to allow it 

to have a meaningful impact on labour law reforms (ibid.). 

Turner argues that in order for labour unions ta 

survive, they must abandon adversarial arms-length 

bargaining strategies and become integrated into a firm's 

managerial decision-making, which involves substantial 

participation with management regarding plans to organize 

work before actual decisions are made (Turner, 1991: 1 6 )  . 

This, however, poses questions on whether unions will 

possess the authority to influence managerial decisions 

within any given inter-fim power relations, 

As we mentioned before, there is a continued decline 

in unionization, especially in manufacturing industries. 

The US manufacturing sector in the year 2000, for example, 

experienced the largest decrease since 1992. Union density 

- the number of union members as a percent of total wage 

and saiary workers - in U.S. manufacturing fell from 15.6 

percent in 1999 to 14.8 percent in 2000, a continuation of 

a 20-year trend (Union Membership in 2000-UAW webpage). 

In AI, the measures reveal similar trends. The 

traditionally highly unionized AI experiences decrease in 

unionization. Data for the year 2000 referrinq to the US 



A I ,  show t h a t  less than  h a l f  t h e  A I  workforce is o rgan ized .  

Unions r s p r e s e n t e d  48 p e r c e n t  o f  s k i l l e d  and p roduc t ion  

workers i n  1999, d o m  from 61 pe rcen t  a t  t h e  beginning  o f  

t h e  decade.  While a u t o  i n d u s t r y  employment grew by more 

than  100,000 d u r i n g  t h e  1 9 9 0 ~ ~  t h e  number o f  union members 

shrank  by 51,000. The r e s u l t :  a s i g n i f i c a n t  d e c l i n e  i n  

union d e n s i t y  (Union r e p r e s e n t a t i o n  and e a r n i n g s  i n  t h e  A I -  

UAW web page) . 

Regarding t h e  union e a r n i n g s  premium i n  t h e  US A I ,  t h e  

t r a d i t i o n a l  e a r n i n g s  premium enjoyed by union workers,  

a l though s t i l l  robus t ,  ha s  d e c l i n e d  s i n c e  1990. I n  1990, 

un ionized  autoworkers ea rned  85 p e r c e n t  more p e r  week than  

non-union workers.  By t h e  end of the decade t h a t  premium 

had f a l l e n  t o  59 p e r c e n t .  Non-union workers'  pay ga ined  on 

t h e  pay of  union workers no t  because union wages f e l l ,  b u t  

because non-union workers saw g r e a t e r  r e a l  e a r n i n g s  growth 

du r ing  the r e c e n t  economic expansion.  I n  t h e  US Midwest and 

South reg ions ,  where A I  employment is concen t r a t ed ,  

i n f l a t i o n - a d j u s t e d  e a r n i n g s  r o s e  8 and 1 4  p e r c e n t  

r e s p e c t i v e l y  f o r  union workers,  b u t  jumped 23 and 27 

p e r c e n t  r e s p e c t i v e l y  f o r  non-union workers. Two f a c t o r s  may 

account  f o r  s t r o n g  g a i n  i n  non-union wages. F i r s t ,  non- 

union t r a n s p l a n t s  opened a number o f  f a c i l i t i e s  i n  high- 

paying s e c t o r s  such  a s  assembly and engine  product ion .  



Second, i n  a  t i g h t  l a b o r  market,  non-union management may 

be f o r c e d  t o  r a i s e  wages t o  resist o r g a n i z i n g  a c t i v i t i e s  

(Data f rom i b i d .  1 . 
The d a t a  above r e v e a l  t h e  tendency o f  t h e  weakening 

p o s i t i o n  of  workers'  unions  i n  t h e  A I .  T h i s  t r e n d  is a  

r e s u l t  of management's a t ternpt  t o  o p e r a t e  i n  a union-free  

environment.  Th i s  a t t empt  has  l ed  t o  t h e  adopt ion  of  human 

r e s o u r c e  p r a c t i c e s  of i n c r e a s e d  s o p h i s t i c a t i o n  ( R i d d e l l ,  

1993:6) .  Employers now p rov ide  s e r v i c e s  and p r o t e c t i o n  t o  

workers t h a t  they  p r e v i o u s l y  c o u l d  r e c e i v e  on ly  i n  

un ion izêd  f i rms .  Also,  a s  p a r t  o f  management's a t t emp t  t o  

d e c r e a s e  unionsf  i n f l u e n c e ,  au tomot ive  t r a n s p l a n t s  

g e n e r a l l y  f avo r  ' g r e e n f i e l d '  s i t e s  i n  r u r a l  o r  ex-urban 

a r e a s  where t h e r e  a r e  p l e n t y  of  young people  wi th  no 

i n d u s t r i a l  o r  union exper ience ,  where wages a r e  low and 

unemployment l e v e l s  are  very  h i g h  (R ineha r t  e t  a l ,  

1997 :33 ) .  Managers of Honda i n  t h e  US, f o r  i n s t a n c e ,  

admi t t ed  t h a t  t h e y  d e l i b e r a t e l y  avoided l o c a t i n g  i n  r eg ions  

where workers had "picked up bad h a b i t s "  (Kenney and 

F l o r i d a ,  1993:101) .  Another example of  t h i s  t r e n d  is  

provided  by t h e  case o f  Mexico which, a f t e r  t h e  North 

Arnerican Free Trade Agreement (NAPTA), h a s  a t t r a c t e d  

inves tments  from t h e  developed c o u n t r i e s .  The 

a t t r a c t i v e n e s s  o f  MexFco is n o t  o n l y  due t o  t h e  cheap 



l abou r  o p t i o n  t h a t  keeps t h e  wages low, bu t  a l s o  due t o  t h e  

l i r n i t ed  r i g h t s  o f  workers and un ions  which a r e  e i t h e r  weak, 

government dorninated, o r  non e x i s t e n t  (Çhaiken, 1995:253). 

The Hermosi l lo  p l a n t ,  f o r  example, i s  o r g a n i ï e d  by an 

a f f i l i a t e  o f  t h e  Confedera t ion  o f  Mexican Workers, t h e  

p r i n c i p a l  l abou r  f e d e r a t i o n  i n  Mexico, b u t  t h e  union is 

a b s e n t  from t h e  shup f l o o r ,  and had c o n t r i b u t e d  l i t t l e  i n  

s e t t i n g  up t h e  p l a n t  i n  t h e  f i r s t  p l a c e  ( i b i d : 2 5 4 ) .  I n  t h i s  

c o n t e x t ,  management was f r e e  t o  i n s t a l l  one of t h e  most 

e x t e n s i v e  a p p l i c a t i o n s  of l e a n  p roduc t ion  methods i n  North 

h e r i c a  ( i b i d . ) .  Also,  Suzan Helper (1995) conducted a 

s t u d y  of mauu i l a \upp l i e r  f i r m s  s a n u f a c t u r i n g  w i r ing  

ha rnes se s  - t h e  bundles  of wires t h a t  d i s t r i b u t e  e l e c t r i c a l  

s i g n a l s  th roughout  t h e  car. Based a n  i n t e r v i e w s  and 

f i e ldwork  i n  two maquila f i rms ,  t h i s  s t u d y  found t h a t  

Mexican wi r ing-harness  p roduc t ion  combines, i n  vary ing  

deg rees ,  jus t - in - t ime  p roduc t ion  and cont inuous  irnprovernent 

( k a i z e n )  £rom above, w i th  c l o s e  s u p e r v i s i o n  and c o n t r o l  of 

wages (Helper ,  1995:271) . I n  t h e s e  fims unions a r e  weak o r  

n o n e x i s t e n t  ( i b i d : 2 6 0 ) .  

A s  w e  can  see, t h e  s o l u t i o n  o f  t h e  HEP calls f o r  t h e  

de-powering of workersr  unions ,  a s  a means o f  reduc ing  

6 A maquila is an assernbly or manufacturing facility located in Mexico in which US., Asian or 
European companies prepare goods for Arnerican consumers utilizing Mexico's inexpensive labor 
force, geographic proximity to the US., and temporary importation programs (Eaton, 1997)- 
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workers r e s i s t a n c e  t o  management's a t t empts  t o  i n c r e a s e  t h e  

p r o f i t  and t h e  success  of  the  f i r m  and reduce t h e  c o s t s ,  as 

deterrnined by t h e  s t anda rds  of a p s t - f o r d i s t  market. The 

less developed c o u n t r i e s  t h a t  can provide cheap, non- 

unionized labour provide a very a t t r a c t i v e  op t ion  f o r  

automobile firrns.  

4 . 6  SURVEILLANCE, PRWACY M D  THE AUTO INDUSTRY 

A s  we showed i n  t h e  previous c h a p t e r ,  workers' p r ivacy  

hüs becorne a very important issue i n  pos t -Fordis t  

workplaces, i n  l i g h t  of t h e  in t roduc t ion  of advanced 

information technologies  of s u r v e i l l a n c e  and new management 

t e c h n i q u e s .  

C u r r e n t l y ,  t h e r e  i s  a Lack of s t u d i e s  t h a t  examine 

workplace s u r v e i l l a n c e  issues i n  t h e  A I  s p e c i f i c a l l y .  We 

can Say, however, t h a t  A I  workplaces are s i m i l a r  t o  

f a c t o r i e s  i n  o t h e r  i n d u s t r i e s ,  i n  t e m s  of t h e  s u r v e i l l a n c e  

techniques t h a t  a r e  being used, such as e lectronic  

monitoring, computerized t a sks ,  tearnworking, e t c .  

For i n s t a n c e ,  i n  Japanese A l  f a c t o r i e s ,  i n  t h e  

Japanese transplants i n  t h e  US and i n  B r i t a i n ,  a t  NUMMI and 

Saturn, t h e r e  h a s  been s u c c e s s f u l  implementation of  

tearnwork techniques,  i n  t e m s  of d i s c i p l i n i n g  t h e  workers 

(Durand, 1999:24). Through peer pressure ,  also known a s  



'management-by-stressf - which describes the way in which 

pressure is exercised on the pace of work - workers conform 

to the pace of work in a similar way as in Fordist 

workplaces (ibid:24). 

Another relevant example is that of Fiat's 'integrated 

factoryf (Camuffo and Micelli, 1999 )  . In Fiat's factory 

there was an attempt at making the organization of work in 

auto assembly plants transparent, objective and 

'scientific' by means of the so-called 'management-by- 

sight' techniques (ibid:218). In this case, the focus is 

not on the team dynarnics, but rather on an information 

system, made up of diagrams consisting of indicators on 

product and process quality, costs, productivity, workers' 

skills and maintenance. Every unit should be managed and 

coordinated by this information system founded on the 

'management-by-sight' concept (ibid:224). This example, 

therefore, shows an attempt to standardize and computeriae 

the process of horizontal surveillance, that is to Say, the 

surveillance that is enacted through peer group scrutiny 

resembles Tayloristic rneans of surveillance. 

In the AI, as in other factories, the most obvious 

surveillance technique is that of electronic monitoring and 

cornputer-based performance monitoring. Such techniques have 

become a reâlity in AI workplaces. Although there is some 



r e s i s t a n c s  from workers and t h e i r  unions,  it i s  no t  

r a d i c a l .  According t o  t h e  r e s o l u t i o n  adopted by United 

Auto-Workers (UAW) d u r i n g  i t s  1989 c o n s t i t u t i o n a l  

convent ion,  f o r  example, a l t hough  they  expressed  t h e i r  

o p p o s i t i o n  t o  e l e c t r o n i c  moni tor ing  p r a c t i c e s ,  t h e y  seemed 

t o  a c c e p t  i t  e v e n t u a l l y  by proposing f e d e r a l  l e g i s l a t i o n .  

They c o n t e n t  themselves  w i th  t h e  fol lowing:  

Federa l  l e g i s l a t i o n  would: 

r e q u i r e  emploÿers which engage i n  e l e c t r o n i c  
monitor ing t o  provide  a f f e c t e d  employees w i th  p r i o r  
w r i t t e n  n o t i c e  of  t h e  form of  moni tor ing;  
p rovide  a f f e c t e d  employees with  a s i g n a l  l i g h t ,  
beeping tone ,  v e r b a l  n o t i f i c a t i o n ,  or  o t h e r  form of 
v i s u a l  o r  a u r a 1  n o t i c e  t o  i n d i c a t e  when e l e c t r o n i c  
monitor ing is t a k i n g  p l a c e .  The same type  of  n o t i c e  
should  a l s o  be  provided  t o  customers whenever a n  
employer is engaging i n  te lephone  s e r v i c e  
obse rva t ion ;  
r e q u i r e  employers t o  g i v e  workers a c c e s s  t o  any  d a t a  
c o l l e c t e d  th rough e l e c t r o n i c  monitor ing d e v i c e s  and 
t o  l i m i t  s t r i c t l y  t h e  d i s c l o s u r e  of  such data t o  
o t h e r s ;  and 
p r o h i b i t  employers from us ing  d a t a  c o l l e c t e d  by 
means of  e l e c t r o n i c  moni tor ing  t o  set p roduc t ion  
s t anda rds ,  o r  a s  t h e  b a s i s  f o r  d i s c i p l i n a r y  a c t i o n  
o r  o t h e r  performance e v a l u a t i o n s  (Workers' Privacy 
p a r t  11, 1993: 331) . 

Also, t h e  UAW developed t h e  fo l lowing  mode1 c o n t r a c t  

language on moni tor ing  workers by cornputer: 

Management w i l l  meet and d i s c u s s  how p r o d u c t i v i t y  
in format ion  i s  g a t h e r e d  and used wi th  t h e  union. 
Every e f f o r t  w i l l  be  made t o  minimize t h e  stress- 
producing f e a t u r e s  of  p r o d u c t i v i t y  monitor ing.  



Monitored productivity information will not be used 
to discipline workers. 
Monitored productivity information will be 
imrnediately available to the union upon request 
(ibid:341) . 

As we can see £rom the above, electronic surveillance 

methods have entered the workplace dynamically, and unions 

are not able to resist effectively with their moderate 

attitude regarding the issue. 

As stated in the previous chapter, in order for the 

HFP to be solved increased workers' surveillance is needed. 

Advanced information txhnologies of surveillance and post- 

Fordist management techniques have made possible the 

disciplining of workers and, according 

management, their efficient implementation into the 

production process. 

4.7 PRODUCTIVITY >ND THE AUTO INDLISTRY 

In the previous chapter we talked about the change in 

work organization and the promise of increased 

productivity. As we saw, data from various countries show 

an increase of the productivity levels in the manufacturing 

sector and a corresponding slowdown in the service sector. 

We explained that this is partly due to the difficulty in 

measuring productivity levels within an economy that is 



c u r r e n t l y  u n d e r g o i n g  changes  and  r e o r i e n t a t i o n  o f  t a s k s  and 

jobs ,  e s p e c i a l l y  i n  t h e  s e r v i c e  s e c t o r .  

Measures  f o r  t h e  p r o d u c t i v i t y  l e v e l s  i n  t h e  AI, 

however, r e v e a l  a n  i n c r e a s e d  o n e  o v e r  t i m e .  Data from t h e  

Canadian  A I ,  f o r  example,  show t h a t  p r o d u c t i v i t y  i n c r e a s e d  

8.9 p e r c e n t  a n n u a l l y  between 1993 and 1996 (The Automotive 

C o m p e t i t i v e n e s s  Review, 1998). More s p e c i f i c a l l y ,  

p r o d u c t i v i t y  of High-Volume V e h i c l e  Assembly P l a n t s ,  

a c c o r d i n g  t o  the 1 9 9 6  r e p o r t  by Harbour and  A s s o c i a t e s  

I n c . ,  C h r y s l e r  Canada L td .  u s e s  o n l y  2.54 workers  p e r  d a y  

t o  a s s e m b l e  a c a r  a t  i t s  Bramale&, O n t a r i o ,  f a c i l i t y ,  

making i t  t h e  most p r o d u c t i v s  Nor th  Arnerican Big  Three  

p l a n t  I n  1996. T o y o t a ' s  Cambridge, O n t a r i o ,  f a c i l i t y ,  a t  

2.35 workers  p e r  day,  i s  t h e  rnost p r o d u c t i v e  p l a n t  i n  

Canada. The 1996  s t u d y  o f  t h e  wor ldwide  a u t o  i n d u s t r y  by  

t h e  M a s s a c h u s e t t s  I n s t i t u t e  o f  Technology p l a c e d  Canada 

second  i n  p r o d u c t i v i t y ,  beh ind  o n l y  J a p a n  and  ahead  o f  t h e  

Uni ted  S t a t e s ,  European c o u n t r i e s ,  Korea and  A u s t r a l i a  

(Canad ian  Automot ive  Indus t ry  Today, 1 9 9 7 ) .  

Over t h e  sarne p e r i o d ,  from 1993 t o  1996,  t h e  

p r o d u c t i v i t y  l e v e l s  i n  t h e  US A I  i n c r e a s e d  6.6 p e r c e n t  

a n n u a l l y  (The Automot ive  C o m p e t i t i v e n e s s  Review, 1 9 9 8 ) .  

Automot ive  f i r m s  h a v e  also managed t o  i n c r e a s e  t h e i r  

p r o d u c t i v i t y  t h r o u g h  t h e  o p t i o n s  p r o v i d e d  b y  t h e  p r o c e s s  o f  



globalization and internationalization of automobile 

production. Therefore, we have the establishment of 

transplants from major automobile firms in less developed 

countries. For example, Japanese firms operating in Mexico 

have achieved important success in terms of quality and 

productivity, through combining traditional Fordist 

techniques with low wages {Shaiken, 1995: 248-249). These 

Japanese firms locating in Mexico were motivated primarily 

by the prospects of low labour costs (ibid:248). However, 

this process is reinforced by the Mexican government, which 

continues to follow a policy of holding wages down in order 

to attract investmencs (ibid:257), 

As the data reveal, then, post-Fordist management has 

managed to increase the productivity of autoworkers, a fact 

that ensures high Levels of profitability for the industry. 

This means that post-Fordist management has managed to 

solve the HFP, that is to say, to control the workers and 

integrate them efficiently into the process of production. 

Increased productivity levels in the AI, however, are 

presented by management as a positive outcome of the work 

reorganization, but this does not Say anything about the 

extent to which workers are satisfied with the new working 

condition, In the next section we will refer to studies on 

job satisfaction of the autoworkers. 



4.8 JOB SATISFACTION iWD AUTO INDUSTRY 

Job satisfaction of autoworkers, although it expresses 

subjective opinions and is affected by many factors, 

constitutes a key issue in order to counterbalance the 

daims of post-Fordist management regarding the 

confrontation of the HFP. 

As we showed in the previous chapter, studies on job 

satisfaction report various findings. Most of those 

studies, however, acknowledge the fact that job 

sâtisfaction can be attributed to diverse, multiple causes. 

Studies in AI reach similar conclusions. 

One study 'investiqates job satisfaction levels among 

fifty-five automotive technicians working in Southeastern 

Pennsylvania automobile dealerships (Meldon and Eisenhauer, 

1996). This study, by using a questionnaire that measures 

thirty-£ive reward and non-reward variables identified in 

the job satisfaction literature, indicates that technicians 

receive fewer work-related rewards and experience low 

levels of work satisfaction. This brings us back to the 

discussion about management solving the HFP in the most 

cost-saving way. As the above findings reveal, workers are 

not satisfied with cost-saaing practices. It seems that in 

order for the HFP to find a more effective solution, 

management has to pay workers more. This study also 



acknowledqes t h e  r e l a t i v e  c h a r a c t e r  o f  job s a t i s f a c t i o n  

measures, t h a t  i s  t o  Say, it acknowledges t h a t  worker 

s a t i s f a c t i o n  i s  a f fec ted  by  d i v e r s e ,  m u l t i p l e  c a u s e s .  

Another  s t u d y  examines job s a t i s f a c t i o n  l e v e l s  a s  

r e l a t e d  fo new management t e c h n i q u e s  of  work o r g a n i z a t i o n ,  

such a s  teamwork (Levesque & Cote ,  1 9 9 9 ) .  T h i s  s t u d y  

examined G e n e r a l  Motors workers  i n  B o i s b r i a n d ,  Canada u s i n g  

q u e s t i o n n a i r e s .  The a u t h o r s  found t h a t  w i t h i n  the same 

p l a n t  workers  expressed d i f f e r e n t  v iews on job 

s a t i s f a c t i o n .  The a u t h o r s  r e l a t e  t h e s e  d i f f e r e n c e s  t o  t h e  

v a r i o u s  ways t h a t  workers a s s e s s  t h e  c o n c e p t  of teamwork. 

Some workers ,  f o r  i n s t a n c e ,  view teamwork more a s  a 

c o n s t r a i n t ,  o t h e r s  a s s e s s  i t  more p o s i t i v e l y ,  and  between 

t h e s e  rwo extrernes are workers  whose a s s e s s m e n t  i s  f a i r l y  

neutral ( 1 0 8 ) .  Also, job s a t i s f a c t i o n  l e v e l s  a re  related t o  

t h e  p a t t e r n  of social r e l a t i o n s  w i t h i n  t h e i r  teams, i n  

p a r t i c u l a r  r e l a t i o n s  between workers  and t h e  team l e a d e r .  

T h i s  s t u d y  i s  an example of  t h e  relative n a t u r e  of workers' 

s a t i s f a c t i o n  and i t s  r e l a t i o n  t o  many c o n t i n g e n c y  factors, 

which v a r y  among d i f f e r e n t  r e g i o n s  o r  firms. Mac Duffie and 

Pi1 ( 1 9 9 7 )  p o i n t e d  out t h a t  t h e  diffusion of Lean 

production mode1 o v e r  t h e  n e x t  f e w  y e a r s  will l i k e l y  be 

based  on a d u a l  movernent: on the. one hand, t h e  b a s i c  

elements o f  t h i s  mudel ( t eam work, j u s t - i n - t i m e  systems, 



cont inuous  improvement e t c . )  should  become i n c r e a s i n g l y  

widespread; b u t ,  on t h e  o t h e r  hand, t h e  implementat ion o f  

t h e  e lements  o f  t h i s  mode1 a r e  l i k e l ÿ  t o  Vary c o n s i d e r a b l y  

acco rd ing  t o  r e q i o n s  and f i rms .  

Another s t u d y  by Shaiken e t  a l .  (1997) a t  Genera l  

Motors S a t u r n  Corpo ra t i on  p l a n t  and of C h r y s l e r ' s  J e f f e r s o n  

North p l a n t  p r e s e n t s  impress ive  s u c c e s s  s t o r i e s  i n  terms of 

q u a l i t y  and p r o d u c t i v i t y .  Concr ibu t ing  t o  t h e s e  r e s u l t s  a r e  

a  h igh  deq ree  of workers '  s a t i s f a c t i o n  and c o n s i d e r a b l e  

âutonomy on t h e  shop f l o o r  (1997:44) .  More s p e c i f i c a l l y ,  i n  

t h i s  s t c d y ,  more than  1 2 0  workers were in t e rv i ewed  from 

both  p l a n t s .  The workers r a t e d  bo th  p l a n t s  h i g h l y  and 

p o s i t i v e l y ,  p a r t i c u l a r l y  when compared w i t h  t h e  p l a n t s  

where t h e y  p r e v i o u s l y  worked. An impor t an t  component of 

t h i s  h igh  r a t i n g  was a t t r i b u t a b l e  t o  more worker autonomy 

t h a n  is  g e n e r a l l y  found i n  o t h e r  p l a n t s  ( i b i d : 1 9 ) .  The 

â u t h o r s ,  however, found t h a t  autonomy has  a  v a r i e d  and 

complex d u a l  meaninq i n  t h e  p l a n t s  s t u d i e d .  For many, 

autonomy is  exp re s sed  through e x t e n s i v e  p a r t i c i p a t i o n  i n  

teams, wh i l e  f o r  o t h e r s ,  autonomy s imply  means an 

atmosphere i n  which t h e y  expe r i ence  less d i r e c t  s u p e r v i s i o n  

on t h e  job ( i b i d : 4 4 ) .  It is worth ment ioning,  however, t h a t  

i n  t h e s e  p l a n t s  t h e r e  was r e l a t i v e l y  h igh  union 

involvement,  E s p e c i a l l y  a t  Sa turn ,  which h a s  a r g u a b l y  t h e  



most far-reaching worker and union involvement in 

production decisions of anÿ major firm in the US (ibidt23). 

Also, the authors find that these plants have important 

differences from what is considered as a mode1 of lean 

production plant. 

From the above we can conclude Chat in the AI job 

satisfaction levels are associated with many variables, 

such as financial rewards that accompany the introduction 

of new work organization techniques, the different 

interpretations of these techniques by the workers and che 

resulting social relations within the workplace, and the 

levels of autonomy that workers experience within the 

workplace. Overall, we can conclude that the solution of 

the HFP by post-Fordist management in terms of producinq 

satisfied workers, remains unsettled. The debate remains 

open and the success or failure of post-Fordism to achieve 

high levels of job satisfaction differs from case to case. 

Contingency constraints can not be overcome easily. Also 

the cost-saving attitude that many firms follow does not 

facilitate the solution of the HFP in terrns of workers' 

satisfaction and consequently their willingness to accept 

and welcome management's initiatives. Based on new 

management techniques and workers' satisfaction, we agree 

with the argument of Shaiken et al. ( 1997 ) ,  that is, the 



presence  o r  absence of  teams, o r  o t h e r  management methods, 

is less impor tan t  t han  t h e  manner i n  which they  a r e  

implemented and i n t e g r a t e d  i n t o  t h e  product ion  process .  

4 . 9  CONCLUSIONS 

A f t e r  p r e s e n t i n g  t h e  c a s e  of t h e  A I ,  w e  a r e  a b l e  t o  

reacn some major q e n e r a l  conc lus ions  regard inq  t h e  HFP i n  

t h i s  s p e c i f i c  i n d u s t r y .  

Cirst, ou r  d a t a  show h iqh  l e v e l s  of  cont ingency i n  

terms of t h e  va r ious  work p r a c t i c e s  and t h e  s o c i a l  e f f e c t s  

t h a t  t h e i r  use produces.  The p a r t i c u l a r i t i e s  of d i f f e r e n t  

c o u n t r i e s ,  r eg ions ,  f i rms ,  even i n  p o s i t i o n s  w i t h i n  t h e  

same firm, i s  a very  impor tan t  f a c t o r  and they  have t o  be  

taken  into c o n s i d e r a t i o n  when s tudy inq  changes i n  work 

o r q a n i z a t i o n  and t h e  i m p l i c a t i o n s  r e s u l t i n g  frorn t h e  

change. Also, w i th in  t h i s  framework, w e  must mention t h e  

impor tan t  r o l e  of  workers'  p e r c e p t i o n  and i n t e r p r e t a t i o n  of  

t h e  new system of  work o r g a n i z a t i o n .  The succes s  o r  f a i l u r e  

of t h e  pos t -Fo rd i s t  management, a s  w e  saw i n  many of Our 

c a s e s ,  i s  based on workers'  shop- f loor  exper iences  and 

views, On t h e  o t h e r  hand, t h e  cont ingency  f a c t o r  does  n o t  

mean t h a t  w e  cannot  r each  t o  some g e n e r a l  conc lus ions  and 

i d e n t i f y  n a t i o n a l  and i n t e r n a t i o n a l  t r e n d s  r eqa rd ing  t h e  



type of  work o r g a n i z a t i o n  and t h e  t echn iques  t h a t  aze  be ing  

used t o  s o l v e  t h e  HFP. 

Second, s e v e r a l  s t u d i e s  and c a s e s  i n  t h e  A I  show t h a t  

pos t -Fo rd i s t  management exp res ses  a cos t - sav ing  a t t i t u d e  i n  

i ts  a t t empt  t o  so lve  t h e  HFP. T h i s  can b e  proved by  t h e  low 

waqes t h a t  even more s k i l l e d  workers a r e  pa id  i n  t h e  

r e l e v a n t  ceses r e f e r r e d  t o  h e r e -  The p r i n c i p l e  of spending 

less ànd p r o f i t i n q  more i s  man i f e s t  i n  t h e  A I .  However, 

t h i s  does  no t  seem co make autoworkers  ve ry  s a t i s f i e d .  

Our t h i r d  conc lus ion  is r e l a t e d  t o  t h e  prev ious  one.  

Despi te  t h e  c la ims  and e x p e c t a t i o n s  of  pos t -Fo rd i s ï  

management t h a t  t h e  new management t echn iques  a n d ' t h e  new 

in fo rma t ion  t echno log ie s  w i l l  s o l v e  t h e  HFP, d a t a  based on 

workers '  persona1 op in ion  show t h a t  r e s o l v i n g  t h e  HFP is 

n o t  be ing  c a r r i e d  o u t  s u c c e s s f u l l y .  A s  w e  saw above, f o r  

example, autoworkers o v e r a l l  do n o t  seem t o  f e e l  more 

empowered, more s k i l l e d ,  and i n  some c a s e s  more s a t i s f i e d  

a s  a  r e s u l t  o f  t h e  new working c o n d i t i o n s .  The HFP is 

clairned t o  be reso lved ,  bu t  t h e  q u e s t i o n  is, how can t h i s  

happen when a t  l e a s t  some workers t h i n k  o therwise?  

The re fo re ,  a s  w e  s t a t e d  be fo re ,  t h e  s u c c e s s  o r  f a i l u r e  o f  a 

p roduc t ion  system is v e r y  much dependent  upon t h e  

p e r c e p t i o n s  and i n t e r p r e t a t i o n s  o f  t h e  workers themselves.  



Summarizing, we can Say that the solution of the HFP 

bÿ the new management techniques, in the AI, is solved in 

some aspects, while in other aspects remains a problem. As 

we saw, post-Fordist management has succeeded to increase 

productivity, to devitalize unions, justify and legitimate 

the use of surveillance techniques for the disciplining of 

the workers, and in some cases, to satisfy workers. On the 

other hand, workers do not fee l  more skilled across the 

board, that chey are empowered or, in rnany cases, more 

satisfied with the new working conditions. This shows again 

what we have arqued before that the attsmpt for resolution 

of the HFP seems LO be successful or unsuccessful dependlng 

on which perspective it is seen from. From managementrs 

perspective and in relation ta matters that are more 

important to management and to the firm, such as 

productivity, profitability, de-unionization, etc. the HFP 

seems to have found its solution. On the other hana, from 

the workers' perspective and in relation to matters that 

are important to workers, such as privacy, empûwerment, 

less intensive work, higher wages, etc., the HFP seems to 

still await a solution. 



S. CûNCLUSIONS 

This thesis dealt with the HFP. It was examined at the 

level of the organization of work and, more specifically, 

it was viewed within the context of a specific industry, 

the AI. The HFP was also viewed at a broader societal level 

and it was been identified as a general problem that 

societies face and try to solve. In this chapter, we will 

present some conclusions that this thesis led us to, 

regarding the area of work, and society in general, in the 

conïext of the HFP, 

Conceptually, the HFP has to do with the need of 

managing people. It takes many forms within different 

contexts of human activity and it is associated with the 

beginning of the industrial revolution, the creation of the 

factory, and the concentration of large nurnbers of people 

in urban environments. Right away, techniques and 

discourses were developed for the efficient confrontation 

of the problern, within the capitalist settings. Thus, we 

have the development of management techniques that aim to 

solve the HFP, which can be viewed within the framework of 

a wider paradigm of social organization which is undergoing 

transformations throughout t h e  in order to adjust to 

emerging conditions in economies and societies. 



As we described in our first chapter, in the area of 

work, societies have experienced transitions to different 

work organization paradigms, from the early factory system 

to the present post-Fordist work organization model. These 

transitions have been influenced by many social factors, 

such as the actions of social movements; technological 

development; the development of managerial science, which 

resulted in the development of more sophisticated 

confrontation of the HFP; etc, Whichever the managerial 

model and perception of the HEP, its nature remains the 

same at al1 periods in history, which has to do with the 

most efficient way of implementation of the human fâctor 

and its adjustment to the social relations of production, 

as they change with time. 

As stated in this thesis, the HFP refers not only to 

the area of work, but rather it constitutes a structural 

feature of social organization in general. The system 

itself develops the zppropriate institutions (governmental 

or not), such as educational systems, public policies, 

ideologies of consumption, lifestyle models, etc. that al1 

aim to the efficient adjustment of populations in the 

capitalist settings. This is Our first conclusion on the 

reference of the HEP to society as a whole. 



Our next conclusion is that although labour-management 

relationships appear to be more settled and that is based 

on cornmon interests, the relationship between labour and 

capital is not settled at all. The cost saving approach 

that management tends to follow maintains the intense 

relationship and preserves the gap between workers and 

owners of the means of production. 

Betcherman et al (1994), argue that the new Human 

Resource Management Mode1 is directed towards two possible 

paths: On the one hand, there is the "low-cost" path, 

characterized by non-standard jobs, while on the other 

hand, there is the "high-performance" path which features a 

skilled labour force, flexible work organization, 

comrnitment to training, employee involvement in decision 

making etc. (7-9). In this thesis, however, we identified a 

third path, which combines low labour cost with high 

performance and profitability, as case studies of the AI 

show. This third model, which expresses management's 

innovative spirit, keeps workers' wages low and the 

struggle between labour and capital alive. The low-cost 

approach, even if it is combined with other management 

techniques and the application of advanced information 

technologies, sets barriers to the effective confrontation 

of the HFP. 



Our next conclusion is related to the contingency 

factor that we mention throughout this thesis. The process 

of organization of work is characterized by great 

complexity and there are many factors involved in it. Such 

factors refer to the cornplexity of the technology that is 

adopted, local organizational traditions of each ccuntry, 

region or even plant, political interests and other local 

particularities. For this reason, the borderlines betwesn 

different work organization paradigms are blurred and 

generalizations are very hard to make. What we have found 

out in this thesis is that the contingency factor in 

manufacturing and specifically in the AI, is very high- The 

Lack of uniformity that characterizes the literature and 

the case studies that were reviewed in this thesis are 

proof of this. On the other hand, developments in the 

organization of work at a global, more general level can be 

identified, crystallized and studied in the form of an 

ideal type. That is to Say, high levels of contingency do 

not prevent generalizations in terms of identifying global 

models and trends regarding the organization of ths work 

process. That is what we have done in this thssis while 

studying the HFP. 

Another conclusion that we can reach is related to the 

success or failure of the new post-Fordist management to 



s o l v e  t h e  HFF. The s u c c e s s  o r  f a i l u r e  i s  h i g h l y  dependent  

on workers'  i n t e r p r e t a t i o n  of  t h e  new management 

t echniques .  A s  w e  saw from s t u d i e s  on empowerment, on 

s k i l l s ,  and on job s a t i s f a c t i o n ,  workers have t h e  a b i l i t y  

t o  e v a l u a t e  t h e  new working c o n d i t i o n s  and show i f  t h e  new 

system has  ach i eved  t h e  d e s i r a b l e  r e s u l t s  o r  no t .  

The nex t  conc lus ion  has  t o  do wi th  t h e  s y s t e m t s  

a t t emp t  t o  c r s a t e  t h e  t y p e  of worker, a p p r o p r i a t e  t o  

f u n c t i o n  i n  t h e  most e f f i c i e n t  way, w i t h i n  t h e  framework of  

t h e  pos t -Fo rd i s t  c o n d i t i o n  and s e t t i n g s  of working 

r e l a t i o n s .  A s  w e  mentioned i n  t h e  f i r s t  c h a p t e r ,  t h e  

produc t ion  p r o c e s s ,  f o r  r ea sons  t h a t  a r e  more p o l i t i c a l  and 

less t e c h n i c a l ,  has  t o  i n c l u d e  humans. I n  o r d e r ,  however, 

f o r  t h e  system t o  f u n c t i o n  i n  t h e  b e s t  way p o s s i b l e ,  peop le  

have t o  be  c h a r a c t e r i z e d  by c e r t a i n  q u a l i t i e s  t h a t  t h e  

system i t s e l f  de t e rmines .  A s  w e  saw, t h e  p r i n c i p l e s  of  

Taylorism, by s e p a r a t i n g  t h e  concept ion  from t h e  e x e c u t i o n  

of  a t a sk ,  wanted t h e  worker t o  remain u n s k i l l e d  and r e l y  

mainly on p h y s i c a l  power. Today, T a y l o r i s t  p r i n c i p l e s  have 

been " d e m ~ n i z e d ~ ,  and a  new type of worker ha s  emerged as  a 

requirement  f o r  t h e  p o s t - F o r d i s t  c o n d i t i o n .  According t o  

post-Fordism's advoca t e s ,  t h e  new t y p e  o f  worker h a s  t o  be  

h i g h l y  sk i l l ed ;  more f l e x i b l e ,  i n  terms o f  be ing  a b l e  t o  

o p e r a t e  i n  a v a r i e t y  o f  t a s k s ;  a b l e  t o  work i n  teams; more 



involved in decision making; self-directed and self- 

controlled, etc. On the other hand, as we saw £rom the case 

of the AI and from examples £rom other workplaces, 

management prefers workers that are not involved in unions 

or have less union experience, and also workers who are 

willing to accept low salaries. These  are some of the 

qualities that post-Fordist workers have to acquire in 

order to fit into management's objectives. The existence or 

not of this ideal type of worker provides an indicator on 

whether the HFP is being solved. However, as we showed in 

this thesis, the process of creation of this type of worker 

raises impcrtant issues and debates regarding social and 

economic implications. 

The examination of these issues/debates here reveals 

the complexity of the process of solving the HFP and its 

strong association with the totality of societal structures 

and institutions. At the level of society, the process of 

creating the ideal worker parallels the process of creating 

the ideal citizen, or the ideal member of society, or the 

ideal consumer etc. The categorization of people into 

statistical categories that Baudrillard talks about 

(Baudrillard, 1983:SO; Smart, 1992:129), is an expression 

of the process of creatinq certain types of social and 

economic beings and managing them efficiently. 



In terms of measuring recent trends in the 

organization of work, we discover that al1 these relatively 

recent developments have not yet been made clear and have 

not y e t  been embodied into some certain, standardized and 

widely accepted categories. This is revealed by the 

intensity of the debates that we examined and by the 

difficulty in coming to an agreement on what are the 

effects and the social implications of the changês in the 

organization of work; for workers, for organizations and 

for society as a whole. This also has to do with the 

contingency factor that we referred to above and with the 

differences in findings from studies conducted in various 

countries, regions, sectors and workplaces. For example, 

ths studies presented in this thesis do not al1 reach the 

same conclusions regarding the issues of workersr skills, 

workers' empowerment, union-management relationships, 

workersr privacy, productivity and workers' job 

satisfaction. However, this problem is fundamental in 

social sciences and it is not easily solvable as long as 

different perceptions and different schools of thought 

exis t . 
Overall, as the review of the case studies shows, we 

may argue that there are certain conditions that contribute 

to the success or failure of post-Fordist management to 



s o l v e  t h e  HFP. A s  w e  saw above, one f a c t o r  t h a t  t e l l s  us  i f  

t h e  HFP is  so lved  o r  no t ,  i s  t h e  workers'  views, 

p e r c e p t i o n s  and i n t e r p r e t a t i o n s  of  t h e  working cond i t i ons .  

Other  c o n d i t i o n s  t h a t  could  b r i n g  t h e  HFP c l o s e r  t o  i ts  

r e s o l u ~ i o n  are: h ighe r  wages, more autonomy, more involved 

unions i n  decision-making and l e s s  i n t e n s i v e  jobs .  Also, 

t h e  e x i s t e n c e  of  h igh  l e v e l s  o f  cont ingency  i n  t h e  

o r g a n i z a t i o n  of work, c o n s t i t u t c  t h e  manner i n  which new 

technology and new management techniques  a r e  implemented 

and i n t e g r a t e d  i n t o  t h e  p roduc t ion  process .  These are  more 

impor tan t  than  t h e  presence  o r  absence of such t echno log ie s  

and management t echn iques .  Th i s  is where management should 

focus i t s  a t t e n t i o n  i n  o r d e r  t o  s o l v e  t h e  HEP more 

e f f e c t i v e l y .  Pos t -Ford is t  management should  t a k e  i n t o  

c o n s i d e r a t i o n  a l 1  t h e  con t ingenc ie s  and then  it should f i n d  

t h e  most a p p r o p r i a t e  way o f  implementing and i n t e g r a t i n g  

new models of management and new informat ion  technologies  

of  p roduc t ion  a long  wi th  t h e  Human Fac to r  i n t o  t h e  

p roduc t ion  p roces s .  The careful examinat ion of  a l 1  t h e  

p a r t i c u l a r i t i e s  o f  each  p l a n t  o r  r eg ion  would g i v e  t h e  

o p p o r t u n i t y  t o  management t o  create c e r t a i n  s o c i a l  

r e l a t i o n s  o f  p roduc t ion  w i t h i n  t h e  f i rm.  

The need f o r  management of  t h e  human f a c t o r  today is 

n o t  less i n t e n s e  t h a n  it w a s  i n  t h e  e a r l y  f a c t o r y  e r a .  What 



have changed since then are the methods and techniques that 

are used to solve the HFP. New management techniques and 

methods of organizing the labour process, along with the 

introduction of advanced information technologies, have 

resulted in a more sophisticated confrontation of the HFP. 

However, the deep philosophy and perception of the human 

factor remains the same. It is viewed as a form of capital, 

which since firms cannot exclude from the production 

process, they develop techniques in order to integrate it 

in the most effective possible way that will benefit the 

firm towards the fulfillment of its economic goals. 

As stated earlier in this chesis, the present society 

is a society of the management of the human factor, like 

any capitalist society of the past. The rise of industrial 

capitalism came along with the need of managing 

populations, a need that is maintained until today at the 

same degree. The HFP is a fundamental component of 

capitalism and it constitutes one of its determinants. In 

îhis sense, the changes of management techniques and of the 

organization of the work process throughout the history of 

capitalist societies can be seen as attempts of the 

capitalist system to solve the HFP. These attempts aim to 

adjust the human factor within the settings and framework 

that the social and economic situations of each era impose, 



given the different means that management possesses, such 

as new technology and new developments in management 

me thods . 
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