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SUM�ARY 

This report reviews some of the previous research on values, with a 

particular emphasis on studies examining the impact of culture and 

class on work values. The concept "Protestant Ethic 11 is critically 

examined, and some of the problems related to its use are discussed. 

Possible consequence� of value differences within organisations are 

listed. Such differences may lead to inadequate socialisation of 

minority groups into the organisational life, and may prevent 

individuals who do not subscribe to dominant organisational values, 

from achieving power or high status within an organisation. This 

has particular consequences for the advancement of black employees 

in South African organisations, and a study of South African work 

values is therefore urgently required. 
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OPSOMMING 

Hierdie verslag gee 'n oorsi0 van vorige navorsing op die gebied van 

waardes, en 1� besondere k lem op daardie studies wat die uitwerking 

van klas en kultuur op beroepswaardes navors. Die konsep "Protestantse 

Etiek 11 word krities evalueer, en sekere probleme wat met die gebruik 

van hierdie konsep ondervind word, word bespreek. 

Moontlike gevolge van waardeverskille binne organisasies word uit

eengesit. Sulke verskille mag lei tot onvoldoende sosialisering 

van minderheidsgroepe in die organisasiekonteks. Individue wat nie 

toegang het tot die dominante waardesisteem van 'n organisasie nie, 

sal as gevolg daarvan verhoed word om te vorder tot hoe mags- en 

statusposisies in die organisasie. Dit hou besondere implikasies 

in vir die vorderingsmoontlikhede van swart werknemers in Suid

Afrikaanse organisasies. Derhalwe is 'n studie van Suid-Afrikaanse 

werkswaardes dringend noodsaaklik. 
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1. INTRODUCTION 

This report examines the 1 itera ture pertaining to va 1 ues, in order to 
define some of the factors which give rise to conflicting work values. 
There are, of course, differing degrees of such conflict: values may 
differ from one another without necessarily being in conflict; some 

values may not be congruent with one another, while other values may be 
in direct conflict. Of particular interest to this study is the organi
sational situation, and the consequences for an organisation when the 
values of groups or individuals within the organisation are in conflict. 



2. 

2.1 

2 .1.1 

( 

THE NATURE OF WORK VALU[S 

Values and value systems 

The idea of a universal value system has intrigued writers 
from many disciplines, in particular anthropology, philosophy, 
sociology and psychology. An exhaustive review of the multi
disciplinary literature pertaining to values will not be pre
sented here, however. Some different models of value systems, 

and differing views on the factors affecting values, will be 
described as a background to a more focused discussion of 
models of work values. 

A Philosopher's Model: Charles Morris (1956) developed a 
comprehensive model of human va1ues based on religious and 
ethical views of the world. This model has not been widely 
used in research, partly, as Tyler (1978 p.136) suggests. 
because the model "was the creation of a philosopher, not a 
psychologist, and thus was not in the main channel through 
which psychological information flows". Although Morris 
later dropped the religious labels from his value systems, 
these labels may also have been regarded with disfavour by 
more secular minded workers. Morris's model originally 
included 13 Ways to Live, based on II values advocated and 
defended in the several ethical and religious sytems of man
kind" (Morris, 1956, p.l). Examples of Ways to Live are 
"cultivate independence of persons and things"; "show 
sympathetic concern for others"; 11 1 i ve with wholesome, 
carefree enjoyment". The thirteen Ways were compressed into 
five value dimensions, viz.: 
1) social restraint and self control 
2) enjoyment and progress in action 
3) withdrawal and self-sufficiency 
4) receptivity and sympathetic concern 
5) self-indulgence or sensuous enjoyment. 
Morris described the three key value elements as being: 
Dependence, Dominance and Detachment. 
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More importdnt perhaps t<Jt· this study than his actual value 

dimensions, a re the distinct I r;ns Morris drew between three 

types of values: operative, conceived and object values 

(1956 pp.10-12). Operative values he describes as "the 

tendencies of l iving beings to prefer one kind of object 

rather than another 1 1

• Conceived values a re "preference( s) 

for a symbol ical l y  indicated object . .. directed by an antici

pation or foresight of the outcome". With object va 1 ues, 

stress is pl aced on the properties of the object, i.e. the 

benefits or disadvantages accruing from the object rather 

than the value of the object per se. This concept refers 

to what is desirabl e, whether or not it is preferred (e.g. 

an unpl easant injection to cure an il l ness). 

Conceived val ues, relating to anticipated outcomes, will 

be the most important val ues for this study. It is worth 

noting the factors which Morris considered influenced this 

type of val ue (p.188): 1
1the conceived values of individuals 

take account of both the individual 's own personal charac

teristics and the requirements of organised society". Morris 

bel ieved that particular societies or cul tures were charac

terised not so much by one particul arly typical val ue 

dimension, as by particul ar combinations of dimensions which 

produced 11 value profiles characteristic of various cul tures". 

An Anthropol ogical Model : Kluckhohn and Strodtbeck, writing 

in 1961, set out five 1 1 crucial problems in value orientation 1 1  

(p.11) viz. : 

1) Human nature orientation. The choice here is whether 

human nature is perceived as Good, Good-and-evil , Neutral , 

or Evil . In any one of these orientations, human nature 

may be regarded also as either mutable or immutable. 

2) Man-nature orientation. Man may be seen as being in 

harmony with nature, in subjugation to nature, or having 

achieved mastery over nature. 
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3) Time orientation. Individuals may have a past, present 
<Jr future orient,Jti<m. 

4) Activity rH·ient;;tion. The! chr;iu.: ht·rc.: is between being, 
doing, and being-in-�ec0ming. 

5) Relational orientation. Possible relations are indivi-
dualism, lineality and collaterality. 

Kluckhohn and Strodtbeck further divide the behaviour sphere 
into the following dominant patterns: economic-technological, 
religious, intellectual-aesthetic and recreational. An example 
of the application of this rather complex typology is as 
fo 11 ows: 

"In American middle-class society there is, for example, the 
association of the dominant orientations of Individualism, 
Future time, Mastery-over-nature, Doing, and Evil (or Good

and-Evil) mutable human nature, with a most extensive 
elaboration of patterning in the economic-technological 

behaviour sphere" (p.343). 

Value orientations are defined (p.4) in the following way: 
"Value orientations are complex but definitely patterned 
(rank-ordered) principles, resulting from the transactional 
interplay of three analytically distinguishable elements of 
the evaluation process - the cognitive, the affective and 
the directive elements - which give order and direction to 
the ever-flowing stream of human acts and thoughts as these 
relate to the solution of common human problems." 

One of the most important conclusions Kluckhohn and 
Strodtbeck reach in their study is that the "conceptuali
sation of the variation in value orientations of a culture 
is an interlocking network of dominant (most preferred) 
value orientations and variant value orientations which are 
both required and permitted (p. 341). This would seem to 
echo Morris's conclusion (p.198) that "the •common values' 
distinctive of a culture are primarily the common acceptance 
of a certain distribution of values in various segments of 
the social system rather than the same operative values in 



2 .1. 3 

5 

all members of the culture". This can be read as a warning 
to researchers in the field of values not to look for rigid 
value-typing, but to expect, in each culture, a variety of 
values within certain parameters. Kluckhohn and Strodtbeck 
criticise previous studies for not taking cognisance of value 
variability (p. 3) "in most of the analyses of the comnon 
value element in cultural patterning, the dominant values of 
peoples have been overstressed and variant values largely 
ignored. The�e two concomitant tendencies have produced 
interpretive studies which are, in spite of their great 
brilliance of insight, oversimplified and static representations 
of social structures and processes". 

Psychological Models: In this field, one is dealing with 
scales and measures rather than models. Allport's well-known 
Study of Values is based on the six value model proposed by 
the German philosopher Spranger (Allport, Vernon and Lindzey, 
1960, quoted in Allport, 1970 p. 454). These six ideal values 
are: theoretical, economic, aesthetic, social, political and 
religious. In the Allport-Vernon-Lindzey value scale, each of 
these six values is paired an equal number of times with the 
other five values, and subjects· to whom the scale is adminis
tered must make a forced choice between these pairs of values 
to produce an individual value-hierarchy. With this method, 
of course, the absolute strength of values is never measured, 
only their relative prominence within a given context. Also, 
as Allport himself says (p.457), these ideal values are 
"somewhat flattering in type sine� they overlook the 'baser' 
values of sensuality and opportunism". This value scale 
would appear to be most useful in providing individuals with 
insight into their own value hierarchy - e.g. in teaching and 
coun�ellingsituations. The previously discussed models were 
used mainly to highlight group differences, but Allport's 
scale has been used more to highlight individual differences, 
although it can, of course, be used to identify or contrast 
group values as well. 
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Another important psychologically-oriented value scale, that 
of Roke�th {1968) , can also be used to measure both individual 
and group differences. Rokeach defines a value as 11 an enduring 
belief that a specific mode of conduct or end-state of existence 
is personally and socially preferable to alternate modes of 
conduct or end-states of existence 11 (1968 p.159) . He further 
classifies values as being either Instrumental or Terminal. 
Instrumental values refer to desirable modes of conduct, while 
terminal values are related to desirable end-states of existence. 
Terminal values may be either personal ( e. g. salvation) or 
social ( e. g. world peace}. Instrumental values are divided 
into moral values (e. g. behaving honestly) and competence 
or self-actualisation values (e.g. behaving imaginatively). 

It is not so much in his definitions as in his approach to 
the construction of a value scale that Rokeach differs from 
the writers already discussed. Rokeach did not start off \·1ith 
a model of human va 1 ues, ideal or otherwise. Instead he took 
peopli' s perceptions and expressions of their own and others' 
values, and organised them into categories and scales. He 
reviewed literature on values in American and other societies, 
undertook an analysis of his own terminal values, analysed 
values reported by a group of thirty graduate students in 
psychology, and analysed values reported by a representative 
sample of a hundred adults in Michigan. To obtain his 
instrumental values he surveyed a list of five hundred and 
fifty-five personality-trait words (Feather 1975 p. 22; 
Rokeach 1968 p. 29) . 

Rokeach's Value Survey consists of lists of eighteen 
Instrumental and eighteen Terminal values, which the subject 
must rank in order of preference. The following measures 
can be obtai�ed from one or more rankings: value system 
stability (obtained by correlating rankings made on one 
occasion with those made on another occasion); value 
system similarity in two or more persons (obtained by 
correlating rank orderings produced by different people); 
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simil arity of perceived v<llue sy�tems of reference persons or 

groups (obtained by comparing own values with values attributed 

to other persons or groups); rel iabil ity or stabil ity of singl e 
values (comparing positions of singl e values on test and retest). 

Rokeach's Value Survey is probably the most widely used instru
ment in the study of val ues today. 

Conclusion. Literature presents us with many ways of analysing 
and defining values. We may concentrate on ethical views, as 
did Morris, Spranger and Al lport. Or we may categorise possibl e 
perceptions of the worl d, as Kl uckhohn did, or derive a series 
of unconnected values from as broad a consensus as possible, as 
Rokeach did. It must be borne in mind that if we work with 
value models divided into categories, we must expect individuals 
and particularly whole cultures to exhibit profiles, combinations 
of categories, rather than to fit rigidly into one category. 
If we work with ranking or forced choice systems, we must 
remember that weights derived in this fashion are relative 
rather than absol ute. 

Finally, the divergence of opinion must warn us to approach 
the topic of values in as flexible a manner as possibl e. The 
personal values and views of the research worker cannot be 
kept from influencing a study of this nature, and some safe
guards must be buil t in to ensure a certain level of objectivity. 
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As the area of work values is a sub-section of the area of 
general values, one would expect definitions here to be 
precise and generally accepted. This is unfortunately rot 
the case. Many of the studies cited in this section do not 
define work values at all. Wallack (1971) provides the 
following definition: "The Survey of Work Values is intended 
to be an index of a person's attitudes towards work in 
general, rather than his feelings about a specific job. The 
concept of work values, referring to general attitudes re
garding the meaning that an individual attaches to his work 
role, therefore, differs from that of job satisfaction (an 
attitude towards one's job)" (p.331). In other studies 
(Kaplan and Tausky, 1974) job satisfaction and work values 
a re equated. 

Super (1973) divides work values into three categories: 
intrinsic satisfactions derived from the work itself; 
extrinsic values. which are returns the job provides. such 
as money;and concomitant values which are those aspects of 
work which are part of the job situation, without necessarily 
being part of the work itself. 

Rosseel (1979) avoids the pitfalls of both theoretical 
definition and non-definition by providing an operational 
definition. For his study of the work orientations of 
Flemish manual workers, he uses the following concepts: 
"(a) general significance of work: for instance, for young 
people work could be the means to become independent from 
their parents; (b) related to the first, specific demands 
and expectations of the work situation in all _its facets 
e.g. possibility to work in shifts and so on 11 (1979, p.364). 

Many scales of work values are either explicitly or implicitly 
based on the concept of the Protestant Ethic. In order to be 
able to evaluate such scales, it is necessary to examine this 

concept and its relationship to the scales designed to embody ,t 
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The Protestant Ethic 

The classic study on work values is that of Max Weber 
(1904, translated 1958). He used the term Protestant 
Ethic to describe the attitude of the Puritans in New 
England in the early seventeenth century to work and to 
money. Rather than work being a necessary activity for 
maintaining a particular standard of living, the Puritans 
saw hard work as a religious duty. "In the concrete 
calling an individual pursued, he saw more and more a 

special command of God to fulfil these particular duties 
which the Divine Will had imposed upon him" (Weber 1958 
p.85). The individual also had a duty "towards the in
crease of his capital, which is assumed as an end in 
itself". These religious views naturally had a profound 
impact on the society in which they occurred. R. H. Tawney, 
in his foreword to Weber's book, writes that this ethic 
"welded into a disciplined force the still feeble bour
geoisie, heightened its energies, and cast a halo of 
sanctification round its convenient vices" (p.2) . 

Although the Protestant Ethic is popularly regarded as 
being an important motivating factor in Western society 
today, Weber himself related this ethic to the inception 
rather than the maintenance of modern capitalism. It was 
important at that particular time because a change in 
ethic was required before Capitalism could work properly. 
11 The conception of money-making as an end in itself to 
which people were bound as a calling was contrary to the 
ethical feeling of whole epochs" (p. 73) . "[ Capitalism] 
could destroy the old forms of mediaeval regulation of 
economic life only in alliance . . .  with religious forces" 
(p. 72). Tawney describes this process thus: "the life 
of business, once regarded as perilous to the soul, 
acquire [d] a new sanctity . .. 1as] money making and piety 
became natural allies" (p. 2). 
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"Modern capiUllis111 11 , however, r1rgues Weber, "has become 
emancipated from its old supports". "There can no longer 
be any question of a necessary connection of that acquisi
tive manner of life with any single Weltanschauung" (p.72). 
The distance between the situation analysed by Weber and 
our own is further emphasised by his description of " the 

ideal type of the capitalistic entrepreneur ... [who] 
avoids ostentation and unnecessary expenditure, as well 
as conscious enjoyment of his power, and is embarrassed 
by the outward signs of the social recognition which he 
receives" (p. 71). Of course this was an ideal type which 
does not necessarily describe any particular Puritan, but 
it is doubtful whether it would be accepted even as an 
idealised description of today's capitalists. 

Not only is the appropriateness of Weber's theory to 
modern society questiondble; several critics cl�im thdt 
it is not even an accurate analysis of the fact0rs leading 
to the rise of Capitalism. Tawney writes that Weber's 
theory ascribes to intellectual and moral influences, 
phenomena which resulted from more prosaic and mundane 
forces. "His conclusions are illuminating; but they are 
susceptible ... of more than one interpretation. There 
was action and reaction, and, while Puritanism helped to 
mo u l d the soc i a l order , i t was , i n i ts turn , mo u 1 de d by 
it". (p. 10) 

Robertson, the economic historian, supports Tawney's view. 
"The spirit of capita 1 ism has arisen rather from the 
material conditions of civilisation than from some 
religious impulse" (1933, p.xvi) .  Robertson argues that 
rather than the Protestant Church supporting the development 
of Capitalism, the Church was forced to compromise with an 
unstoppable secular force. "The concessions which the late 
Calvinism made to the commercial spirit were in large part 
the sacrifice of,some part of the Church's claims in order to be 
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able to retain others" (p. 210). This view is supported by 
Samuelson (1964),  who writes: "under the environmental 
influence of wealth, enterprise and speculation ... priests 
and preachers began to hail capitalists, entrepreneurs and 
speculators as the elect of God" (p. 152). 

Samuelson further points outthe lack of acceptable proof 
of any correlation between Protestantism and Capitalism. 
This is partly due to the "impossibility .. . of correlating 
concepts as broad and vague as those in question11 (p. 153). 
Both Robertson and Samuelson insist that the difference 
between Catholics and Protestants was exaggerated by Weber. 
Robertson states that most "Puritan opinions had their 
Catholic counterparts" (p.204), while Samuelson suggests 
that Catholic/Calvinist dissimilarity was exaggerated, as 
Catholics were also profit-oriented in the Middle Ages, 
and also accepted the idea of a calling. 

A further doubt about the generalisability of the Protestant 
Ethic concept is cast by Juzanek (1978). He suggests that 
the Protestant Ethic in fact applied only to a limited 
number of people, that (p.668) 11the desire to work may 
never have been shared by the majority of the population" 
and that the concept of the centrality of work to human life 
"probably applied to selected occupational groups (proprietors 
in the past; professionals and managers today) rather than 
to the tota 1 population". 

Queries about the present day applicability of the Protes
tant Ethic do not diminish the value of Weber's study. 
The idea of work valoes which directly affect an individual's 
work behaviour, was first articulated by him. An even more 
important concept which is only implicit in his study but 
has been articulated by other writers is that of the complex 
inter-relationship of societal needs and value structures. 
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Juzanek points out that the importance of the societal 
acceptance of the work ethic lay not in the satisfaction 
it brought to individuals, but in its social purpose. 
" The society which was either not able to satisfy every
body's needs adequately (scarcity of resources) or not 
willing to do so (the class struggle) needed, in addition, 
a strong positive impetus, i.e. a concept of duty or an 
ethic of work which would motivate the person to seek the 
work" (p. 668). Furthermore, writes Juzanek, the work 
ethic probably fulfils the same social function in con
temporary Russia, where 11 in a society which is not able to 
reward adequately its members for the work effort, or 
chooses other priorities, the cost-benefit method has to 
be supplemented by a strong ideological comnitment to 
work" (p.669). 

What then are the social functions a contemporary Western 
work ethic must fulfil? Unfortunately Juzanek does not 
attempt to answer the question, merely restating the pro
blem thus: "The work ethic was from the very beginning 
an instrument of social control, an instrument which 
helped to fill the loopholes of the economy. This is 
exactly what appears to be missing today" (p.676). 

Work Value Scales 

Doubts about the historical accuracy and modern applica
bility of Weber's analysis have not prevented a proliferation 
of Protestant Ethic scales. The central concept in many of 
these scales is "the intrinsic aspect of work; that is, 
work as its own reward 11 (\�ollack, 1971, p.332). Does this 
accord with the Puritan ethic? The Puritans perceived work 
as a duty, not as something enjoyable or intrinsically 
satisfying. Work derived its value not from its intrinsic 
worth but from its religious significance. Weber's descrip
tion of the Protestant Ethic is a description of the 
religious value attached to work by the people of a particular 
faith - to speak of a "secularised Protestant Ethic" is a 
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contradiction in terms. 

Apart from the central problem of lack of congruence 
petween Puritan principles and the concepts underlying 

modern work value scales, some scales contain items which 
are difficult to relate back to Weber's original thesis. 
Blood's (1969) Protestant Ethic Scale, for example, contains 
the statement II If a 1 1  other things a re equa 1 ,  it is better 
to have a job with a lot of responsibility than one with 
a little responsibility 11

• The idea of responsibility is 
obviously an important one to examine when one is looking 
at modern work values, but it forms no part of Weber's 
initial definition of the Protestant Ethic. Likewise an 
item in Mirels' (197 1) Protestant Ethic Scale reads 
"Life would have very little meaning if one never had to 
suffer 11

• The Puri tans were certainly a rather dour group 
of people, and Weber writes that they were opposed to the 
spontaneous enjoyment of life and the spontaneous enjoyment 
of possessions, but it is hard to see how this translates 
into the idea that suffering gives meaning to life. 

This does not mean that all modern Protestant Ethic Scales 
are invalid. They cannot, however, claim to be based on 
Max Weber's definitions, and must establish a validity for 
themselves entirely separate from the Weberian Protestant 
Ethic. They are probably most usefully viewed as be�ng, 
in themselves, articulations of a modern work ethic. One 
last caution is in order before progressing beyond the 
subject of Protestant Ethic scales. Juzanek's (1978) 

warning that the Weberian Protestant Ethic applies only 
to an elite group of people has already been discussed. 
Ginzberg (1951)  makes the point that 1

1there may be a 
sizeable gap between the intrinsic work satisfactions 
people seek and their opportunities for attaining them 11

• 

People from lower income families, for example, 

"frequently have difficulty in finding work which will 
yield substantial intrinsic satisfaction, since so many 
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jobs are closed to them because of their inadequate training" 
(p.222). External pressures often force a reappraisal of the 
components of work satisfaction, and lead to the minimizing 
of the importance of finding intrinsic work satisfactions. 
"Young people of both sexes anticipate that a large part of 
their total satisfactions will be derived from their familial 
and social activities." The idea of the intrinsic value of 
work as a motivating force is therefore a concept with limi
tations that must be recognised. 

Apart from scales which directly attempt to measure the work 
ethic or Protestant Ethic, other work value scales have also 
been developed. One writer who attempted to look at work 
values outside the framework of the Protestant Ethic was 
Bucholz (1978) . From the literature he extracted five systems 
of belief related to work. Each system was represented by 
between five and eleven statements which subjects had to rank 
on a five point scale ranging from strong disagreement to 
strong agreement. The first belief system described by Bucholz 
is the Work Ethic. This was derived largely from the work of 
Weber and Tawney, and was represented by statements such as 
"to be superior a man must stand alone" and "by working hard 
a person can overcome every obstacle that life presents". 
The next belief system is the Organisational Belief System. 
According to this system, work derives its meaning from its 
contribution to the group or organisation. This ethic is 
derived from books such as Whyte's The Organisation Man (1956) , 
and is represented by such statements as "working with a group 
is better than working alone" and "work is a means to foster 
group interests". 

The Humanistic Belief System is based on the work of Fromm 
(1968) and Maslow (1954) . In this system, work is important 
to the individual because of its potential for growth, develop
ment and self actualisation. Representative statements are, 
e.g. "work can be a means for self-expression" and "the job 
should be a source of new experiences". According to the 
Leisure Ethic, human fulfilment is found only in leisure 
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d c t i v i t i e s ,  d f l d  wo r k  is  s i mp l y ,1 nece s s a ry ev i l . Th i s  sys tem 

i s  d e r i ved fro1 1 1 bo o k s  s uch a s  Da n i e l Bell's ( 1 9 70 )  _WE�·:k _ _0_nd 
its discontents. Examp l es of representa tive statements are 
1 1 more le i sw·e time is gl)Od  for peo ple" a nd " success means 
having ample t i me to pursue leisure activities 1 1

• The fifth 
be l ief system refers to Marxist rel a ted beliefs. According 
to this system, although work is basic to human fulfilment, 

workers in a capitalist system are exploited and are alienated 
from their production activity. This system is drawn largely 
from Fromm � 961 ) : Marx's concept of man, and is represented 
by statements such as "the working classes should have more 
say i n  running society" and "the rich do not make much of a 
contribution to society". 

Bucholz (1978 ) used this model to examine the effects of 
factors such as age, sex, race, j ob level and education on 
work values. His sample, drawn from Pittsburgh and Minnea

polis, consisted of b l ue-collar and white-collar workers, union 
leaders and top managers. He found uniform commitment to the 
humanistic belief system across all independent variables, but 
significant differences appeared for the other belief systems. 
Younger workers, for example, showed a stronger cormnitment to 
the work ethic than older workers, black s ga ve grea ter support 
to the organisational belief system than whites did, and non
management personnel endorsed Marxist-related beliefs more 
strongly than managers did. Bucholz concluded that "the study 
shows that beliefs about work are diverse across certain 
demographic variables. It also shows in general  that the 
work ethic is not held very strong l y, but that  no other belief 
system emerges as a clear preference to it 1 1  (p . 22 7). 
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Comparat i ve ___ Stud i �_s of Work Va��-s 

S t udies have been ca rried out to exarnine the e f fect s  o f  
differences in class, race and other fac tors on work va l ues . 
Some of these stud i es have used work val ue scales , whi le 
others have applied general value scales i n  the work sett i ng. 
One example of a study using Rokeach ' s  value scale is that 

of Sikula (1 975 ) .  He found that black and white Ameri can 
teaching interns did not differ s i gnifi cantly on termi nal 
values , but differed on instrumental values . He suggests 
that "blacks who have come to work in i nner-c i ty schools as 
change agents have adopted typical white middle -class values" 
(�209).  A different sampl i ng of blacks and whi tes might 
however have produced a d i fferent f i nd i ng ,  so i t  is diffi cult 
to know what to make of these results. 

Rosseel (1 979 ) , whose operational def i ni t i ons of work va l u e 
have already been discussed, found that d i fferences in wor� 
value were related to factors s uch as age , sex, length of 
employment and degree of family res pons i bi lity . Young workers, 
for instance, have a need to express their capacities and sk i ll s  
in their work when they first start work i ng, and are more 
in terested i n  the kind of work they do than in wages. �'hen 
workers marry and have children , wages predominate and interest 
i n  work itself fades away. Women tend to stress the absence 
of risks and the opportunity for contacts , whi le men 11 attach 
more i mportance to those aspects that illustrate their role 
as pri nci pal breadwi nners 11 (p. 368) . 

A d i fferent perspective on the values adopted by cultures in 
transi tion i s  p rovided i n  a study carr ied out by Peck i n  1 9 76 . 
These researchers stud i ed three 11 cul ture t riads" : Japanese -
Japanese- Brazi l i ans - Brazi l i ans; Mexi cans - Mex i ca n -Americans -

Anglo-Americans � Southwestern Blacks - Northern B l acks 
Northern Angl o-Ameri ca_ns. They were 1 ook i ng for signs of a n  
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" accultura tion gradient, whereby a migrant population would 
start out identica l with its origina l cu1 ture, and move, 
through inte rmediate degrees, closer and closer to the 
new c ulture" (p 155 ). E xpectations and aspirations of the 
different groups were compared, as well as occupationa l 
values such as prestige, altruism, security, and variety 
in work. The acculturation gradient theory was not supported 
by the findings of the study, as the migrant group in each 
culture triad showed a unique pattern of values and expec
tations that was not linearly derived from either the old 
or the new culture. Peck et al ( 1 976) conclude that : 

"the new values of the migrants appear to reflect the  

present realities of career opportunities and the 
prevailing economic mood of the I I  new" society ; but the se 
presumed shifts do not appear to happen as a series of 
increasingly close approximations to the new society 
values. The melting pot does not dissolve the partially 
unique value patterns of migrants, even after severa l 
generations in a new soc i ety 1 1 p .363 ) . 

A study of values within an established society was carried 
out by England (1 97 1 ,  1 979) .  He developed his own value 
scale, the Personal Values Questionnaire, whi ch distinguishes 
between pragmatic, ethical-moral, and affect of feeling models 
of valuation. This questionnaire was used to compare the 
values of union leaders and managers, and the value systems 
of managers within different countries. The first major 
difference between unionists and managers was that union 
leaders in general appear to be moralistically oriented while 
managers in general a"ppear to be pragmatically oriented. 
There appears to be a relatively small degree of overlap of 
concept between union leaders and managers. England came to 
the conc l usion tha t " union leaders and manage rs as a g ro u p, 
differ significantly from one anothe r  in t h e i r  pe rsona l v a l u e  
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systems" (p. 226) . f here are some elements of similarity 
between the groups , but "the differences are so large and 
varied that-. any simil arities are l ikel y to be overshadowed." 

Eng i and suggests that "the two groups may approach various 
issues from conflicting directions. " There are also some 
significant differences in value orientation between higher 
and lower level union leaders which " tends to poi nt out the 
possibilities of disagreements and conflicts within the 
union organisati on". 

In a cross-cultural study which laid greater stress on 
individual than on group differences , England (1 97 8)  compared 
managers and their values across five countries. He studied 
the personal values of managers in the United States , Japan , 
Korea , Australi a  and I ndia. His first finding was that there 
are large individual differences in personal . values within 
each group studied. Personal value systems of managers seemed 
stable and did not change rapidly , even d uring peri ods � f  

major environmental and social flux. Their value systems 
seemed to be related to the way managers behaved on the job , 
and to be related to career success . As wel l as individual 
differences, significant differences between countries were 
also found. Despite this variati on ,  England was able to 
develop and cross-validate a value profile related to success 
for American , Japanese , Indian and Australian managers. 

Hofstede (1 979 , 1 981 ) examined the yalues held by the employees 

of a multinat i onal corporation in forty different countries. 
He discovered four central value dimensions : Power Distance ( PD) , 
Uncertainty Avoidance (UA) , Individualism vs Collectivism , and 
Masculi nity vs Femininity. He suggested that the strength of 
these factors in a society could affect organisational struc
tures , "for example , participative management , industr i al 
democracy , and similar movements aiming at creating greater 
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eq ua l i ty among  orga n i s a tion membe rs a re l e s s  l i ke l y  to 

s ucceed in h i gh PD coun t r i e s  bec a use  no t on l y  the power

ho l der ' s  va 1 ue sys tem but a l so the s ubordinate ' s  v�l ue 

sys tem is against it 1 1  ( 1 9 7 9 , p . 402 ) .  Matrix organ i sat i on 

and s i mi l ar · f l ex ib l e so l uti on s  to o rgan i sat i on structure 

are un l i ke l y to s ucceed i n  hi gh UA coun t ri es when peop l e  

have a strong need fo r c l ear l y def i ned and rather  r i gi d  

s tructures . Equal i ty of the sexes wi l l  o bv i ous l y  be mo re 

eas i l y  ach ieved i n  mo re femi n i ne than mo re mascu l i ne cu l tu res. 

'" Job enr i chment ' a i mi ng at i ndi v i dual achi evement mot i vat i on 

i s  more l i ke l y  to appeal to mascu l i ne cu l tu res l i ke the USA 

whi l e  ' human i sat i on of wo rk ' u s i ng a group approach f i ts i n  

wi th more femi n i ne cu l t u res  l i ke Sweden" (p.-40 3) . 

1i o fstede found s t rong co rre l at i ons between McC le l l and ' s ( l 96 l ) 

Need Achievement sco res , and l ow Uncerta i nty Avo i dance and 

hi gh Mascu l i n i ty i n  h i s own scal e .  When p l otti ng forty 

countr ies on a UA and Mascu l i n i ty axi s ,  he found that a l l 

Angl o coun tr ies · p l u s I nd i a, the Ph i l l i p i nes, and Hong Kong 

c l u s tered together in a " hi gh achievemen t moti vat i on "  quadrant . 

He observes : "A remarkab l e  fact i s  that near l y  a l l these 

countr ies s peak Engl i sh ;  the word "achi evemen t" i s  hardl y  

t ran s l atab l e  i n  any l anguage other than Eng l i sh .  The di scovery 

that the "achi vement mot i vat i o n "  p� t tern corres ponds to the 

dominan t  val ue pattern s  o f  one part icu l ar gro up of  countr i es, 

i nc l ud i ng the USA , sho u l d l ead to scept ic i sm  abo ut  the 

un i versal  val i d i ty o f  USA-made moti vat i on theor i es i n  

general " ( 1 98 l � p. 24) . Hofstede pa rticu l ar l y  quer i es the 

un i ver sa l i ty of the theor ies of both Mas l ow and McC l e l l and . 

Any country-wi de theo ry of  val ues , i nc l ud i ng that of  Hofstede , 

sho u l d  be treated wi th some caut i on . K1 uckhohn ' s  ( 1 96 1 ) warn i ng 

about the danger o f  o verstres s i ng domi nant  val ues and i gnor i ng 
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vari ant values . and therefore producing a distorted picture 
of a group's values, shou l d be borne in mind. Furthermore, 
val ues may change a l ong with socio-economic conditi ons, 
degree of industriali sation, etc . Hofstede ( 1 98 1 ) hi mself 
agrees that there is some shift over time in the values he 
measures. Over a period of four years, most countri es he 
studied showed an increase in I nd i v i dua 1 ism. There was a 
greater divergence between countries over t i me on the 
Masculi ni ty - Fem in i n i ty d i mensi on. Power D i stance values 
a 1 so changed : " emp 1 oyees ' preference for a more consultati ve 
or democrat i c manager i ncreased; but only i n  the countri es 
i n  whi ch Power D i stances were already relat i vely low was 
thi s preference matched by a corresponding shift in perceived 
actua 1 behav i our of managers . "  (p. 26).  

A major reason for querying country-w ide data i s the different 
values exhi b i ted by d i fferent levels or classes of employee. 
Kohn (1977) found a " consi stent and meaningful relationship 
between people's soc i a l -class posi tions and their va l ues 

and orientat i on . '' (p.xx v ) .  He fe i t  that these differences 
resulted from " systematic d i fferences in cond i t i ons of l i fe, 
occupati onal l i fe i n  particular, assoc-iated with social 
class pos i t i on. "  Kohn found that the hi gher a person's social 
class posi t i on ,  the greater the l i keli hood that he would 
value self-di rection for his children and hi mself . His 
or ientati on system would be pred i cated on the bel i ef that 
self-d i rect i on i s  both possi b l e  and effi cacious . The lower 
the person ' s  soc i al-class position , the greater the l i keli hood 
that he will value conformi ty to external authcr i ty,  and 
that he wi ll believe i n  following the dictates of author i ty 
as the wi sest, perhaps the only feasible, course of action. 
Occupat i onal posi t i on and educati on seemed to be the most 
signi ficant determinants of val ue. 
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At tempts a t  repl i ca tions o r  Kohn ' s  s t udy i n  o the r c ultm·e � 
were disappointing. The c l a s s - va l ues relationship in 
Taiwan cou ld _  not be e x p l ained by We s te rn-sty l e  oc cupationa l 
se lf-direction. Findings from studies in Peru raised doubt 
as to "whe ther occupational se lf -direction is as important 
for explaining the re i ationships between socia l class and 

values and orientation in  partially industria l ise d as in 
f ully industrialise d societies" (p.xxxvii ) .  

Morse and Weiss (1955) also examined occupational differences 
in the meaning of work. They asked  respondents the question 
1 1  If by some chance you inherite d enough money to 1 i ve com
fortably without working, do you think that you would work 
anyway or not?" Eighty percent of their respondents indi
cated that they would kee p on working, but their reasons for 

working differe d according to occupational level . "Many 
i n di vi d ua 1 s i n mi d d 1 e c l ass o cc u pat i on s i . e . prof es s i on a 1 , 
sales , managers employed  by others emphasize the interest to 
be found in their jobs , and the sense of accomplishment that 
comes from work well done . . . the typical individual in a 
working class occ upation i.e. foremen, semi-skille d ,  service 
emphasises the necessity for some directed activity which 
will occupy his time, his mind and his hands" (p 195) . 

" Those in working class occupations view working as virtually 
synonymous with activity, the alternative to whi ch is ... to 
be bored or restless . 1 1  "These differences between the 
occupational groupings correspond to differences in the content 
of the middle class and working class j obs ... a life without 
working to a man in a middle class occ upation would be less 
purposeful, stimulating and cha llenging. For the working 
class man ... life without working becomes life without 
any th i ng to do 1 1  • 

I n  a follow- up st udy to that of Morse and Weiss, Ve cchio (1980) 
found that 72% of respondents indicate d that they would continue 
to work if they be came wea lthy. Unfortunately Vecchio did not 
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perfon,1 an occupational breakdown. 

Inkeles ( 1 960 ) also e xamined the re l ationship of  s tatus to 
value. He suggested that "in accord with the differences 
among positions in the modern occupational hierarchy, the 

different occupational groups will have differentiated 
attitudes and values " (p.4) . His first finding was that 
job satisfaction decreased from the top to the bottom of the 
occupational hierarchy, with the exception that skilled 
manual workers tended to be more satisfied than rank-and-file 
white- collar workers. Those who hold jobs with bigher status 
are more likely to be concerned about having a j ob which is 
"interesting, stimulating, challenging, pennits self-expression 
etc. 1 1  

( p . 10) . The choice of security over earnings is more 
often favoured by workers than by those higher in the occu
pational or income hierarchy . " Offered the incentive of 
promotion or success at the risk of security , those in high 
status occupations are willing to take risks which are shunned 
by the manual classes " (p.11) .  Job situation appears to 
pattern many values germane to the occupational realm , such 
as the qualities most desired in a job and the image of a 
good or bad boss. 

Looking at values passed on to children, I nkeles notes ( p . 2 1 )  

that traditional , restrictive , cautious, conventional values 
are much stronger among manual workers , whereas the belief in 
effort , striving , energetic mastery and the sacrifice 
necessary to those ends is stronger in the middle class. 

Attempts have also been made to measure the work values of 
the so- called hard core unemployed - - individuals from ghettos 
who have no ability to hold down jobs. Goodale (1973) found 
that the hard core differed markedly from regular employees 

in their expressed work values. The hard core subjec ts scored 
lower than the comparison group in Activity Preference, Pride 
in Work , Upward Striving and Conventi onal Work Ethic. Goodale 
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con cludt1 d lh<l t thti dis a dv o n ta �w J labou re d  pr i mt 1 t·i l y  for 

money rather than for the intrinsic value of work. 

The findings of Kaplan and Tausky (1974 )  contradict the idea 
that the hard-core unemployed have little commitment to work. 
These researchers found that the q uestion 1 1Wou ld  you work if 
you di dn I t h ave to, even if you di dn I t need the money ?" did 
not elicit significantly different responses when put to 
employed blue-collar workers , mi ddle manage rs ,  and hard-core 
unemployed. Of the unemployed subjects, 38'� gave 11expressive 1 1  

reasons (i . e . reasons not related to keeping busy or economic 
satisfaction) for wanting to continue working. These subjects 
seem to regard working as a meaningful life experience. 
Kaplan and Tausky conclude that "chronically unemployed 
persons do not differ significantly from employed working
class persons with respect to the meanings they attach to 
work 11 (p .195) . They make the further important observation, 
which is in line with the findings of Morse and Weiss, that 
"Work as an activity was viewed in a positive light , but 

often with li ttle colllllitment to the work nonnally engaged in 
when employed " .  

Conclusion 

It is illuminating to view existi ng work value scales as 
expressions of work values. To begin with, it may be instructive 
to examine the question asked, in different forms, by Morse and 
Weiss, Vecchio, and Tausky, "if you were ab le to live comfortably 
without working, would you still work ? "  The finding that the 
majority of people would still continue to work, is seen as very 
important. Why is this? Why should we be so concerned that 
people work for other than financial reasons, that even the hard-
core unemployed should regard working as "a meaningful life 
experience 11 ? This anxiety that work should have a particular 
significance is carried through to most of the studies which group work 
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values into categories desc ribed as e x trins i c .  intrinsic . 
exp ressive etc. Implicit in discussions of these studies is 
an assumption that intrinsic or exp tessive values are 
superior to extrinsic .  Why should this be so? 

Part of the answer probably lies in Juzanek 1 s categorisation 
of the Work Ethic as an ideology . I f  large numbers of people 
were to stop working ,  indus trialised society could no longer 
continue functioning . When people can earn sufficient for 
their basic needs without working, for example by going on 
the dole , earnings become suspect as an adequate motivation. 
Something else is required to keep the nations at work, and 
a belief in 1 1the intrinsic value of work" might fulfil this 
need. 

The importance attached to "interesting ", "challenging" and 
"intrinsically satisfying" j obs is probably in part a 
refle c tion of the work values of most researchers . I t  is 
also partially a reflection of the prevailing wisdom of such 
theorists as Maslow. Social scientists are inclined to 
perceive self-ac tualisation as a more 11 developed 1 1  value than 
financial satisfaction. I t  may seem unthinkable that a large 
part of the population should be engaged in an activity which 
contributes not � t all to their self-actualisation ; hence 
the earnest search for 1 1meaning 1 1 in the world of work. 

I mplications for fur ther research 

What are the implications of these conclusions for further 
studies of work values? Firstly, the importance of safeguards 
against the proj e ction of the values of research workers 
cannot be overstressed . Not only is it �ssential to prevent 
the individual researcher' s values from exercising too great 
an influence,  but the influence of general cultural, philo
sophical and psychological values should be guarded against .  
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For this reason, the s tudy by B uchho l z, while it is 
canmendable in that it moves away from the highly suspec t  
concept o f  the Protestant E thic, mus t  be approached with 
some ca u t i  on because of i ts base i n l i t e rat u re . Not on 1 y a , ·e 

the indi vidual values of the writer al l owed to come between 
the researcher and the va lues of his subjects - - mos t  of the 

writers on whom he bases hi s va l ue categories are expressi ng 
lrn i deolo�_y o f  wod:. ( e . q. Marx) or articulating societal 
1 1 0 1 ,1 1s  ra ther than ind i vidual va l ues (e.g. Whyte ,  Reismann) . 
These wri t. e rs may be reqa nied as articulators of the mass 
c u l tu re o f  the modern indus tri a l sta te.  I n  one sense this 
makes them ideal exponents of  the va 1 ues of this state --
; n another it makes them susceptible to propoundi ng and 
contributing to the folk wis dom and/or ideology of the ti mes . 

This confusion of value with ideology should also make the 

researcher very wary of using the work value scales discussed 
in this literature survey. Not only has the concept of the 
Protestant Ehtic become distorted in its translation from the 
religious to the secular, but the modern scales appear to be 
expressi ng a particular class and intellec tual bias as well 
as a Western ori entation. Although it may be no simple Matter 
to a ttempt to disentangle value from ideology, at the ve ry 
least researchers in this field should be aware of the 
influence on subjects not only of the usual bugbear of social 
desirabili ty, but of a pervasive ideology. People may be 
tempted to descri be, not only their own reasons for working, 
but the reasons they feel the other fellow should be working . 
{ The outrage w ith which people living on the dole and choosing 
not to work, are greeted, is an example of this) . 
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3. THE DE VE LOPMENT AND FUN CT I ON I NG OF WO RK VALUES W I TH I N 
ORGAN I SAT I ONS. 

H ow a re wo rk va l ues acq u i re d ,  a nd  wh at i s  the e ffe ct  of  

d i ffe rences of  work va l ue s  w i t h i n o rga n i s a ti ons ? The re i s  a 

g reat  dea l  of con t rove rsy con ce rn i ng the ro l e  o f  s oci a l i s a ti on 

i n  the acq u i s i t i on ot va l ues . For a ti me , c u l t u ra l  

a nth ropo l og i s ts he l d  th a t  va l ues we re t ra nsm i tte d  to the 

i n d i  vi du a 1 as pa rt o f a " cu 1 tu re co re 1 1  ; the i n di vi du a 1 ' s 

va 1 ues we re the n� fore rega rde d  as  the e x p re s s i on of a va l ue 

consens u� wi th i n the c u l t u re .  As the i de a  o f  va l ue con sens us 

w i th i n  a c u l t ure fe l l  i n to di s fa vou r ,  the re was an i n c reas i ng 

focus on II the deve 1 opment of  new va 1 ues , as a res u l t of  both  

s oci a l  i nte racti on  and  i n t rapsych i c p roces ses " ( Za va l l on i , 

1 9 80 , p , 1 1 3 ) . Zava l l on i  wr i tes fu rthe r " i f the s o ci a l  a c to r 

i s  seen  as the ta rge t of a m u l ti p l i c i ty of s o c i a l  i n fl ue n ces , 

ra the r  tha n  as  the e xp res s i on of  ru l es a nd  du t i es  wh i ch 

ema nate fran a gene ra l consens us among q roups i n  a s oc i e ty . 

the not i on of  the a nte ce dents o f  va l ues  w i  1 1  obv i ous ly cha nge " .  

I t  i s  not on ly  the i ndi vi dua l wh o i s  s ubj e ct to di ffe rent  

s oc i a l  i n f l ue n ces . Org a ni s a ti ons , too , a re s ubj e c t  to  

cu l t ura l  i n f l ue n ce . Lamme rs and  H i ck s on ( 19 79 )  w ri te : " the 

c u l t u re and  s ub - cu l t u res i n  a soc i e ty h ave a poten t i a l  i mpac t 

on organ i s a ti ona l  fonns a nd p roces ses : be ca use outs i de 

age n ci es  s et c u l t ura l  con s t ra i n ts fo r a n  o rgan i s a ti on ; 

because domi n a nt e l i tes  i n  an  orga n i s a ti on des i g n a nd re -

des i gn o rg an i s a ti ona l  l i fe i n  te nns of  c u l t u ra l ly  g i ven mo de l s  

o f  organ i s i n g ;  be cause membe rs themse l ves unoffi c i a l ly  ten d  

t o  organ i se a n d  to ' co u nte r- organ i se ' i n  ways  de r i ved from 

s ub- cu l tu res 1 1 • I n  t h i s se cti on , the foc us w i  1 1  be on  s ome 

of  the forces and  proces ses  �i th i n  an org a n i s a t i on wh i ch a re 

l i ke ly to i n f l ue n ce , a nd  be i n f l ue n ced  by , the  i n di v i dua l ' s  

wo rk va l ues . I n  p a rti cu l a r ,  s ome of the p roces s es of  

orga n i s a ti ona l s oc i a l i s at i on w i l l  be e xam i ne d .  
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T he fi rs t phase of o rganis ationa l  soci a l is a ti on, cal l ed 

ant i ci p a tory s ocia l i sat i on ( Fe ldm an , 1 9 76 )  o r  pre-arri val 

( P o rter, 1 9 75 )  o c cu rs befo re an i n di v i dua l en ters a new j ob .  

I n  th i s  phase , the i ndi v i dual bu i l ds up expectati ons relati ng 

to hi s new pos i t i on .  The�e e xpectati on s may concern the nature 

of the j ob the i n di v i dua l w i ll be doi ng , or  may relate to an 

' ' o rgan i sati onal theme "  a l ong-term caree r s tructu re . The 

ac cu racy or � naccu t ·a cy of expec ta ti on s  w i l l  be an i ndi cati on 

of thP app rop ri atenPs s  of the anti ci patory s oci ali s ati on , 

and wi ll als o affect the employee 's s ati sfacti on and succes s  

i n  hi s job. Someti mes , accordi ng to Van Maanen ( 19 7 7 , p , 38 )  

" the a s s umpti ons an  i nd i vi dual  makes regardi ng  h i s o rgan i s 

ati onal theme wi ll obvi ate accurate a s ses sments of the setti ng 

i tself " . Acco rdi n g  to Thornton and Na rdi ( 19 75- ,  p . 882 ) ,  

people ' s  p reconcepti ons a re  developed la rgely from expos ure 

to s i tuati ons dep i cted by the mas s medi a, and by others 

enacti n g  the type of role anti cipated. 

Not only j ob expectati ons , but wo rk Vd.lues are i nvolved at 

the s tage of  anti c i patory s oci ali sati on . An i n di v i dual 

con i ng from a b a ck g round where behav i ou rs d i ffe rent to those 

t hat he \\I i 1 1  expe ri ence a t  wo rk are value d ,  w i  1 1  be a t  a 

d i s advantage . Much organ i s ati onal behavi ou r only acqui res 

mean ing  when vi ewed wi th i n  a certai n value f ramework. The 

i ndi vi dual who enters w i th a di ffe rent val ue f ramework wi ll 

n ot be able to make sense out of  the behavi our he observes, 

and i s  unli kely to be able to p roduce the " co rrect1 1  behavi ours 

h i mself. 

A g ood example of th i s  comes from the work of Kohn ( 19 7 7 ) . 

W o rk i ng clas s people were seen to encou rage cauti ous and 

confo rm i ng wo rk behavi ou rs i n  thei r children . If some of  

these chi l dren , by  means of fu rther educati on o r  other factors, 



- ?H-

ente re d 1 1 uppe r class 1 1  pos i tions, thei r \'/O rk val ues wo uld be 

i napp rop riate for these positions . Ra pid upward mobi lity 

(Zal e z ni k ,  1966 ) , cultu ral diffe rences ( Bhagat , 1 9 79), socio

e conomic o r  c l a ss  di ffe ren ce s  ( Koh n,  1 9 7 7 �  Morse and Weiss, 

1 9 5 5 )  c a n  a l l l ead to indi vidua l s ente ri ng a work situati on 

w i th work val ues app rop riate to an e ntire ly diffe rent situation. 

The most - obv i ous and p robably t he most important factor i n  

in fo rmal socialisation is i nte raction with t h e  pee r group. 

The individual is not soci alise d in to the o rganisat i on as a 

wh ole , hut i nto  a sepn rate suh-uni t. (S chei n , 1 9 7 1) . I f  the 

sub-culture is we l l  in teg r,1 te d  in to the orga nisational cu l ture , 

thP individua l ' s  assimi l ation in t o  the organisation will be 

facilitated by integ ration into the sub-unit. I f  subgroup 

nonns diffe r from those o f  the organisation, adoptin g these 

norms wi 1 1  hinde r the i ndi vi dual ' s adva nce in the organ i sa ti on . 

E van (196 3 )  hypothesises that the importance of the p rimary or 

pee r group lies in their ability to all e viate the stress 0 f  

socialisation ,  and that this is particu l ar ly  important when 

i ndividua l s  are working in ambiguous situations or suffe ring 

fr001 ro l e  conflict. He found, working with graduate t rainees, 

that those t rainees i n te racting with two or  more pee rs s howed 

a significantly lcwe r drop-out rate than those working a l one 

or with only one othe r trainee. 

As we l l  as having a sup portive function, co-worke rs who are 

e xpe rienced also act as models for the new recruit . Weiss 

( 19 7 7 )  found that supe rvisors in particul ar act as ro l e  models 

for subordinate s. The  effectiveness of any supe rvisor as a 

mode l is mode rated by the degree  of simi l arity in behaviou r 

and va l ue s  between  supe rvisor and subordinate, and subordinates ' 

pe rceptions of thei r supe rvisors ' success and compete nce . Also 

studying pe rcep tions of compete nce , Feldlilan ( 19 7 7 )  found that 
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an  i ndi v i  d u a  1 1 s ft1e 1 i ngs  of  acceptuncti by the � nHip p t ·e l:e dl' 
fee l i ngs of compe ten ce . A p ra c ti ca l  reas on fo r th i s  i s  th a t  

many employees reported that  until friendshi p  and trust developed 
between them and their co-workers , thei r colleagues did not 
provi de them wi th i nfonnation they needed in order to do their 
jobs we 1 1 . 

The evidence relati ng to the role of peer groups in the social
isation process has some 1 mportant implications for minority 
groups in organisations. Firstly , unless members of a mi nority 
group are evenly distributed across di fferent levels and 
functions within a n  organisation, there is a s trong possibility 
of a culturally homogeneous su�-unit fanning with nonns and 
values at variance with the nonns and values of the organi sation. 
Newcomers may be socialised into this subgroup, and learn 
behaviours which are not appropriate for advancement within the 
organisation. Secondly , minority group members who do advance 
to more senior levels may find themselves without a supportive 
peer group and without culturally congruent role models . Terborg 
(1977) stresses the importance of newcomer characteristics for 
the fonnation of group bonds. Newcomers who differ in terms of 
race or sex may be excluded from formal or i nfonnal group contacts. 

Kanter (1977, p.778) found that women are often excluded 
from "the networks by which i nforma 1 soci a 1 i sa ti on occurred". 
Managers actually avoid giving women infonnation about thei r 
perfonnance , the reby excluding them from the possibility of 
modifying or deve 1 op i ng ct>nfi dence in their own perfonnance 
and work identity . Jones (1973) cites a similar example of 
the exclusion of a Black manager from nonnal feedback 
mechanisms. This disruption of the infonnal socialisation 

· process may induce stress and may seriously affect the 
individual 's competence by reducing flow of information and 
learning opportunities. 
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It  is not only during the initial phases of socialisation 
that work values play a role. Socialisation takes place 
throughout an individual ' s  career, and values become 
increasingly important as people attempt to increas e their 
status and powe r within the organisation . Schein ( 1 9 71) 
states that socialisation takes place at boundary crossings, 
and lists three different types of boundary: hierarchical, 
functional, and incl usion. Inclusion boundaries must be 
crossed if an individual moves inward to the influential 
cent re of the organisation, if he is to be included in the 
decision-making of the power holders . Hierarchical boundaries 
are those which are passe d as the individual moves upward and 

improves his status and rank . Functional boundari es separate 
different areas of competence one f rom another, and may be 
crossed when an individual moves laterally without increasing 
in status or power. Fun ctional houndarie s are e xp l icit and 

V i <",ib l e , a nd may he p a s s e d  on the ', l re n g t h  o f  new s � i l l s  and 
compe tence acquired throu,Jh training and o the r tonnal p roces ses . 
Inclusion and hierarchical boundaries are often "highly info mal 
nonns shared by the group (p. 406) . " Their very exi s tence usual l y  
remains implicit" (p.408 ) . Pe rsonality, attitudes, political 
insights and perspectives may be crucial in passing these boundaries . 
Schein (1965, p . l) goes so far as to say :  1 1i t  is my own 
assumption that attitude and value change is not only an 
i mportant consequence of shifts in organisati onal role , but 
may well be a prerequisite for such shifts . . . advancement 
into the higher levels o f  management is as much or more a 
function of having the right attitudes, v alues and perspectives 
as , t is a function of having t ne right skills and abili ties ". 
The attributes necessary for upward movement within an 
organisatio'l,insofar as they a·re not inhe rent, must be 
acquired largely by means of infonnal socialisation . They 
are p robably acquired to s ome extent by soci a 1·; sati on which 
takes place outside the organisation , either before or after 
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t.hr �  i nd i v i d u ,l l  en te r', thP org ;rn j c� ;1 t i o n. Th i s ', Y ', t.<�111 h a �. tv,o  

i mportant i mp l i c:.ati ons . Firs t l y ,  the i nd i v i du r1 i i �, re duce d 

to a ra ther pas sive s tate. He canno t make an effort to g o  ou t 

and acquire the necessary attributes, because they are seldom 
exp licitly articulated , and few fonnal processes exist by which 

he could a cq ui •·e them i f he knew what they we re . Secondly , 

where houn daries are' imp licit, where peop l e  who have a l ready 
passed these boundaries set i nfonnal nonns for incl uding and 
e �cluding others , a ri sK of stereotyped rep lication of leader
ship exists. 

Support for Schei n's explanation of the nature of i ncl us i on 
boundaries comes from the work of Vroom ( 1 973 ; 1 974) dnd o f  
Rosen and Jerdee ( 1 977). Vroom describes the situations rn 

which managers tend to inc l ude subordinates in dec i sion
maki ,19 - - in Schein's te nns, situati ons i n  whi ch s ubordinates 
are able to cross incl usion boundaries. The i ncl usi on of 
subordinates depends on the nature of the decision to be made 
and al so on whether or not subordinates are regarded as 
being " trustworthy " .  "Trustworthy " subord i nates are those 
whose " personal goals .. . are congruent with the goals of 
the organisation " ( Vroom, 1973, p . 1 6). This supports Schein 1 s 
contertion: it appears that peop l e  whose persona l atti tudes 
and val ues are not congruent with what a superior perceives 
organisational goa ls  to be, are not likely to move inwards to 
the centre of the organisati on. 

How is trustwo rthiness detennined?  There i s  a dearth of 
research in this area, but Rosen and Jerdee (1 977) found that 
certain subordinate characteristics infl uenced use of partici 
pative strategies and perception of trustworthiness on the 
part of managers . They found that minority and l ow-status 
emp l oyees were "consistent ly  eval uated as less like ly to use 
good j udgement and less likely to consider organisational 
objectives ahead of personal goa ls 1 1  (p - 631). 
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I f  valuP con fl i ct ca1Js 0.s severe problem", a t  every stu <Je o f t.he 
in<l i vi dua l ' t, ca rePr, iJ �i wP l l  u ', h,wir1rJ p o t.l ! n lia l f cH' tiJ u ': i nq 
� rou� conflic t ,  coul� the p rob l em n o t  be  � o l ve d  by e i  lher 
se lee ti ng people wi th cornpa t i  b le va ·1 ues, or attempting to 
change the values of people already selected?  If there i s  a 
w i de gap between the va 1 ues of i ndi v i  dua 1 and organi s ati on ,  
and the rrocess of organi sa Li onal soci a l isati on i s too severe, 
thi s  may le (l d  to ei ther rebelli on or over- confonn i ty. Rebelli on 
wi ll lead to rejecti on of organi sati onal nonns and values . If 
thi s occurs, the i nd i vi dual will usually leave the organi sati on. 
I f  he i s  unable to leave , one of two thi ngs may happer. He 
may remai n  a frustrated rebel or he may, under severe soci al
i sati on p rec; sures, become a con fonni st, as unable to i nnovil te 
a r,  the rebe l .  S c.he i n  ana lyses the development of confonn i ty 
as follows. Duri ng the process of soci ali sati on, an i ndi vi dual 

constructs di fferent se 1 ves to fi t new roles. These "constructed 
selves" are superfi ci al and labi le ,  whi le the bas i c personali ty 
remai ns stable. The stable soci al self enables the i ndi vi dual 
to i nnovate, but may come under stress i f  the i ndi vi dua 1 i s  
unable to escape severe soci ali sat i on pressures . "I f 
condi ti ons . . . . operate to ent rap the i ndi vi dual . . . i f  he 
begi ns to confonn to organi sati ona 1 nonns even i n  tenns of 
the more stable parts of h i s  self, he wi ll i ndeed be come 
unable to i nnovate". (Schei n, 19 71 , p.424 ) . 

Accordi ng to Schei n ,  successful s ocialisation (presumably i n  
a Western context ) res u 1 ts i n I I  c re a t i  v e i n d i  v i d u  a 1 i s m " . T h  i s 
i s  def i ned as " acceptance only of pi votal organi sational 
values and norms ; rejecti on of all others" ( S chei n, 1968, p. 9 ).  
Because he has not adopted organi sati onal values wholesale , a 
characteri sti c of the creati ve i ndi vi duali st i s  that he i s  
able to i nfluence the organi sati on, as well as bei ng i nfluenced 
by i t . For Schei n (19 71) , i nnovati on (the i nfluence of the 
i ndivi dual on the organi sati on )  and soci ali sati on (the i nf l uence 
of the organi sati on on the i ndi vi dual ) are processes which 
should comp1ement one another in every career . 
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i: a re fu l  se l e cti on mi ght  p re c l ude the dan ge rs o f  a ttempt i ng t o  

s olve value conflicts by means of excessive socialisation. 
This area too has i ts pit falls. England (1978) warns : 

"We are hesi tant to recanmend the use of personal 
values in selection because we do not know the 
full consequences of an i ndi vi dual organisati on 
having managers with similar value profiles. 
Persuasive arguments can be made that organisational 
vitality and adaptation to  changing social and 
technological conditions may come about  in part because 
of the �alue mix i n  an organisation ; we simply do 
not know what the optimal mix is for any given organ-
; s a ti on". ( p 40 ) . 

Creating unifonnity of values by means of selection or social
isation would be to run the risk of creating sterile bureau
cracies. In a rapidly changing society , warn Van Maanen and 
S chein (1977) "the values of the new generation enteri ng 
organisations may be quite different from traditional values" 
(p.5 3) . An effective soci alisation process must be flexible 
enough to allow for the incorporation of these new values if 
an organisation is to adapt successfully to external changes .  
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4. WORK VALU E CONFL ICT I N  SO UTH  AFR I CA FURTHER RESEARC H 

There i s  a g reat potential for value conflict . within South 
African organisations. Educational, c�ltural and class 
differences may all give rise to differing value systems. 
I n  developing countries, value differences may occur when 
the industrialised sectors are run along Western lines and 
are largely imbued with Western values while many of  the 
people employed in these sectors have grown up in and been 
socialised into non - Western cultures. Because of value 
differences, 1 ower 1 eve l black workers may be soca 1 i sed 
into sub-groups with va 1 ue systems in conflict with 
organi sational values . More senior black employees (and 
female employees for that matter ) may find themselves 
isolated from their peer g roups, and cut off from important 
networks of support and information . Such employees may 
also find that intangible value barriers p revent them from 

reaching positi ons of high power and status . Where value 
differences are great, potentially innovative employees 
may be forced into unproductive confonni ty by excessive 
socialisation. As well as being frustrating for employees, 
this situation represents a great loss for organisations 
which are deprived of the contribution of skilled and know
ledgeable employees at higher levels . 

The problem can only be solved by both individual and 
organisation making concessions and seeking compromises. 
Before this can be done, potential areas of value difference 
and value conflict must be defined. The first step towards 
this goal is the definition and measurement of South African 
work values. Existing work value scales, for all the reasons 
cited in the foregoing text, are in a p p ropr i ate . Research is 
therefore being undertaken at the N I PR us i n9 group d i scussions 
an d semi-structu red intP. rviews to exp l ore work  va l ues. Results 
of t h i s  research, whic h will appear i n  a f u t u re P ERS  report , 
should go some way towards at least definin g the p roblem o f  
value conflict in South Af ri can orga n i s at i ons. 
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