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OPINION LEADERS PREDICT
WHAT WILL HELP OR HINDER
WORKERS' PERFORMANCE
IN THE FUTURE
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ANTHONY P. CARNEVALE

THE AMERICAN eco-
nomic future is
brightening. After a
long competitive
struggle, American
businesses are back
on the top. A 1995
World Economic
Forum report that compares economic
data from 39 countries and surveys al-
most 4,000 CEOs ranks American busi-
ness as the most competitive in the
world for the second year in arow.

Yet American workers are becom-
ing increasingly anxious, as downsiz-
ing continues even in the best of
times, and in the most profitable com-
panies a consistent 600.000 layoffs
take place per year.

Employees know that the old im-
plicit bargain in which workers ex-
changed loyalty for job security is on
the wane. And successful careers are
now defined by the ability to sustain a
career by sustaining
and enhancing skills
in a particular occu-

The old bargain

and more portable for us all.

The new economy also brings a
new and bittersweet structure of job
opportunities. We are losing high-
school-educated, highly paid blue-
collar jobs, but we are creating the
more highly skilled occupations in
both manufacturing and seivices. The
irony is that even the more highly
skilled and highly paid jobs in ser-
vices—where most new jobs are com-
ing from—don't pay as much as the
blue-collar jobs we are losing.

Men, especially high-school-edu-
cated blue-collar men, are not doing
as well as they once did. The propor-
tion of men whose earnings are in-
creasing has fallen from three-quar-
ters to two-thirds. And the proportion
of those with strong job security has
fallen from two-thirds to half. Men arc-
losing their traditional place in the
economy, and with it, their place in
the family and community—in some
cases with disastrous consequences.

Women are doing better, with the
growth Of service oc-
cupations and the
growth in manageri-

pation. .rather.than of onalty for al, technlcal, and
by staying with a . . professional open-
particular employer. jOb SeCUI’Ity ings in manufactur-
Those workers who is on ing. But women are

stay in their occupa-
tion now earn 25
percent more than
those who stay with
their employer. Leaving an occupation
reduces earnings 25 percent more than
losing a job with a particular employer.

A growing share of American
workers, currently 19.8 percent of the
workforce, or more than 24 million
workers, have arrangements other
than the traditional ongoing relation-
ship with a particular employer.
Moreover, only 14 percent of these
"contingent" employees would prefer
an ongoing employment relationship
with a particular employer.

The decline in corporate paternal-
ism and the growing diversity of indi-
vidualized careers create a disconnect
between the emerging economy and
the traditional institutions that pre-
pare us for work, sustain us during
our working lives, and provide for re-
tirement. Our health care, pension,
and training systems need to be more
accessible to nontraditional workers

the wane -

doing better mostly
by working harder.
More than 80 per-
cent of female in-
creases in earnings and job security
come from a doubling in the number
of hours worked among women.

Those who do best in the new
economy are those with education be-
yond high school, combined with oc-
cupational or professional education.
These same people have greater access
to training on the job and technology,
which increases their earning power.
Those who get employer training earn
30 percent more than those who don't.
Those who combine post-secondary
education with occupational majors or
who go on to graduate specialization
in managerial, professional, or techni-
cal occupations do best.

For instance, even the recent high-
school graduate who ends up with a
managerial, professional, or technical
job will do better than a liberal-arts
college graduate who doesn't. Those
who have solid academic and occupa-

tional preparation have better access
to training on the job and technology
at work, which further increase their
earnings advantage by 30 percent and
25 percent, respectively.

The way forward in the new econ-
omy requires greater investments in
our human capital and social capi-
tal—an acknowledged set of mutual
commitments to share the risks and
rewards from change, and the promo-
tion of equal opportunity in the
change process.

Carnevale isvice-president and director
of human resources studies at the Com-
mit teefor Economic Development and the
author of several hooks, including The
American .Mosaic and America and the
New Economy.

RIANE EISLER

NOW, AS automa-
tion is taking over
more and more rote
physical and mental
tasks, the role of
education—of train-
ing and retraining—
will be greater than
ever before.

Computer literacy and the ability to
utilize other new technologies will be
indispensable for an increasing num-
ber of jobs. But not only will training
be needed to equip workers to utilize
new technologies; education for new-
ways of functioning in both the work-
place and society at large will also be
indispensable.

Because of the information overload
brought by computerized information-
delivery systems, learning pattern-
recognition skills will be extremely im-
portant not only in worker training and
retraining, but in education in general.
Indeed, one of the challenges for edu-
cation will be to help people develop
new ways of evaluating information,
rather than, as in the old-style educa-
tion. merely memorizing discrete bits
of "knowledge."

Developing ways of dealing with
the depersonalization created by au-
tomation will also be an important
challenge for education. In fact, this
will be one of our major challenges in
an age when television, automated
receptionists, interactive computers.



and other technologies increasingly
take the place of face-to-face and
even voice-to-voice human contacts.

How are we to build mutually ben-
eficial and empathic (or partnership)
human relations in our age of the
widening gap between haves and
have-nots? Similarly, how are we lo
help those who are disadvantaged, be
ii physically or economically, learn
technological skills so that we do not
further widen this gap? In short, how
are we to reshape education for the fu-
ture to balance the teaching of techno-
logical skills with the teaching of hu-
manistic values, so that we can move-
to a society of democratic partnership
rather than technocratic domination?

Whether we find answers lo these
gquestions will largely depend on
whether education focuses on the de-
velopment of a unique human capac-
ity-. our enormous capacity for both
personal and social creativity—for
finding solutions not only for our day-
to-day personal and work challenges,
but for the great systemic challenges
that face our world.

Eider isauthor of The Chalice and the
Blade: Our History. Our Future, and Sa
cred Pleasure: Sex. Myth, and the Politics
of the Body.

CHELLIS GLENDINNING

§ LIVE IN A VILLAGE

‘in northern New-

Mexico where may-

be half the villagers

have telephones

and | reckon there

is one computer in

town. The people

here work, if they work at all. as chili

farmers, artisans, high-school teach-

ers, janitors. McDonald's cooks, and

burglars to support heroin addictions.

From the stark perspective of this

desert community—and from my

awareness of life and work in other

"undeveloped" communities both in

this country and elsewhere—1 sense

an ever-wrenching gap between the

employed workforce within industrial

and post-industrial society—and the
folkswho reside outside it.

How does this predicament affect

American corporate workers? It pro-

vides the context for their lives, the

e | foresee
increased alienation
for American

workers .

spiritual fluid, if you will, pouring
over and through every soul in the
contemporary world. And an explo-
sively volatile context it is.

Today's world is fast dividing be-
tween those who are coming lo re-
side exclusively within corporate-
technological reality and to rely
completely on technologies to work,
eat. communicate, and think—and
those who still hold memory of hu-
manity living sustainably on the earth
and yet, by the unrelenting encroach-
ment of the technological world, are
catapulted into poverty and disease.

For the American worker, | fore-
see—amid the usual earnest enthusi-
asm. inventiveness, and disorienta-
tion—increased alienation.

Glendinuing, a psychologist, is the author
of My Name Is Chellis and I'm in Recov-
ery From Western Civilization and the
Pulitzer Prize-nominated When Technol-
ogy Wounds: The Human Consequence.s
of Progress.

CHARLES HANDY

© THERE 1S AN inex-

orable formula dri-
ving the future of
cwork. Ttis 1/2x 2 x
S 3, or the pressure on
organizations o use
thalf as many peo-

ple, paid twice as

well, to produce three times as much.

Those who want to stay in the first
half will soon realize that if they don't
stay ahead of the game they will
quickly join the other half, the ones
outside the organization. These out-
siders. in their turn, will realize that a
sellable skill isthe first essential in at-
tracting clients or customers when
nice, secure, and undemanding jobs
are no longer available.

The result will be a huge expansion
in individualized learning, as both sets
of people begin to understand that
their careers and their futures are now

totally in their own hands and can no
longer be left to the personnel and
training functions of organizations. By
a happy coincidence, this pressure on
individuals to manage their own learn-
ing comes at a time when the technol-
ogy offersthem every facility to do just
that, with information, tutoring, and
networks of kindred spirits on call
wherever one happens to be.

The good news will be an explosion
of personal learning. The bad news
may be that this explosion will be con-
centrated in a minority, that it will lead
to an increasingly self-centered society,
and that we shall see a world where
the gap between the learners and the
unlearned grows even bigger. That
must not be allowed to happen, for
who wants lo be rich in a desert?

Handy is the author of several hooks, in-
cltiding The Age of Unreason.

JOE HARLESS

CWHE AMOUNT AND
~complexity of infor-
P mation-needed-to-
perform will contin-
ue Lo increase
fas we dccelerate in-
vto the Information
tAge. This will pre-
cipitate the need for workers to ac-
cess job-relevant information in a
moie timely manmes.

Amount, complexity, and timeli-
ness of the information will turn our
attention to cost-effective ways to de-
liver information at the workplace in
the form of sophisticated job aids,
electronic performance-support sys-
tems, and other mechanisms that are
NOT training, in the conventional
sense of the word.

In order to achieve the above, our
attention will be focused on analytical
processes that can derive the needed
information out of study of the de-
sired job performance—"perfor-
mance-based" information.

Training will not focus on learning,
in the sense that information is stored
in the memory of humans, but will
emphasize how to access and use in-
formation when it is needed.

fJar/ess heads the Harless Performance
Guild.
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KEVIN KELLY

THE CURRENT meta-
phor for working in
the officeisthe filing
cabinet and desk-
top. The desktop,
however, isover.
In the future the
metaphor for work
organizations will not come from
work, but from games. This is not to
say that work will be fun and frivo-
lous, but that the metaphor that will be
imported into the workplace of the fu-
ture will be invented and polished by
"gamers." For instance, gamers are fig-
uring out how to have a game in
which 25 people have equal access
and dtill are open to a 26th player who
drops by. That's a formula for a work-
place of the future that is not even in
the vocabulary of the desktop.
The moral: Follow the fun.

Kelly isexeat tire editor of Wired maga-
zine.

ANN M. MORRISON

CERTAINLY WORKERS
at many levels will
increasingly rely on
the Internet and the
Web for informa-
tion. Downloading
data bases into se-
lected programs, for
example, will help many workers cus-
tomize analyses for use in their own
projects and ongoing work. Interactive
learning will also be increasingly pos-
sible with electronic advancements.

Existing sources of information,
however, will still be in demand for
decades to come—books and maga-
zines, video, classroom instruction,
and so forth—because people are fa-
miliar with them and reluctant to give
them up.

Simulations will become much
more prevalent as a learning tool.
These skill-oriented learning sources
complement the knowledge-based
sources and tools that dominate the
electronic arena. Workers will contin-
ue to need skills to be good team
members or coaches, to help resolve
conflicts, to build trust and collabora-
tion, and so forth, if they are to be ef-

fective workers. Simulations and other
learning tools geared to small teams of
workers will proliferate, and they will
be flexible to accommodate workers
who are at the same site or 10 time
zones away from their colleagues.
Technology will expand the range
of learning options for workers, but
personal contact will continue to be a
key pan of workers' learning and in-
formation sharing. Many workers will
still demand on-site instructors/tutors
and classmates for at least some
learning, because they need human
contact. Organizations that tiy to rely
too heavily on workers learning in
isolation using computers are likely to
confront justified resistance.
Technology doesn't replace person-
a contact. Technology can facilitatethe
contact workers need in order to feel
like part of an organization and its mis-
sion and to perform most effectively.

Morrison ispresident of the New Leaders
Ingtitute and the author of Breaking the
Glass Ceiling and The New Leaders.

NICHOLAS NEGROPONTE

THE INTERNET will
have 1 billion users
by the year 2000.
Digital illiteracy will
be as common as
smallpox by the
year 2020.

Negroponte isdirector of the Media Lab at
the Massachusetts Instit ute of Technology.

ROBERT B. REICH

TECHNOLOGY has
made new demands
on both employers
and employees.
Workers, willing to
upgrade their skills
continually, can
prosper in techno-
logically advanced workplaces. Em-
ployers who realize that most
elements of business can be replicat-
ed—machines, processes, raw materi-
als—and, therefore, are investing in a
skilled, flexible workforce able to
take advantage of new technology,
are enjoying an enduring competitive

advantage. Those businesses and
workers who do not recognize these
new demands will be left behind.

Reich isthe U.S Secretary of Labor.
ROGER C. SCHANK

M OST PEOPLE resist
change. And quite
sensible people re-
sist change when it
comes in the form of
computer software.
The reason for thisis
simple enough.
Most computer software is obtuse, con-
fusing, and highly fragile. When it
comes to training software, the situation
is worse. Most training software is also
wrong-headed. Providing software that
puts a book on a computer is not an
advance in learning technology. Forc-
ing trainees to take multiple-choice
tests on a computer will not make the
hearts of those trainees go pitter-patter.
Fortunately al this will change. Are
airflight simulators a better way to
learn to fly than practicing on the real
thing? You bet they are. When you
crash, no one dies. The workplace
needs airflight simulator equivalents
for every job so that people can learn
their jobs by practicing them. Further,
they need access to experts any time
they want them. All this is coming in
the next generation of training soft-
ware. It will be fun. Employees will
love it (after they get over their initial
worries about it being another awful
computer program).

Schank isdirector of the Institute for the
teaming Sciences. Northwestern University.

EDGAR SCHEIN

| BELIEVE THAT THE
world is now in-
creasingly coming
to recognize com-
plexity and the in-
ability to get things
done with simple,
linear causal mod-
els. The age of taking sociotechnical
systems seriously is coming, and those
of us who can deal with both the hu-
man and the technical factor in an in-
tegrated way will be more relevant.



» Technological
Innovations will
never replace the
need for face-to-face

communication .

But we do not yet have enough
good models to help OD practitioners
do a good job of analyzing and inter-
vening in complex systems, especially
since the analysis will typically be an
intervention in its own right. We will
need better theories of intervention
that acknowledge the integration of di-
agnosis with intervention, and that
help practitioners become perpetual
diagnosticians and flexible interveners.

Schein isan emeritus professor of man-
agement with MIT's Joan School of
Management.

FREDERICK W. SMITH

THE WORKERS OF to-
morrow, like those
of today, will contin-
ue to expect timely,
credible information
from their organiza-
tions. At FedEx we
responded to that

need several years ago with a live
satellite television network, FXTV,
that broadcasts daily to our employ-
ees. Today that network is busier than
ever, as our managers respond to
new communication challenges from
our people.

We're also using the Internet and
other electronic networks to provide
our employees and our customers
with timely information and business
services like package tracking.

But such technological innovations
will never replace the need for effec-
tive face-to-face, person-to-person
communication. Employees still want
to hear important information from
their immediate manager, and | pre-
dict that this essential need for human
touch will still be with us in the year
2046 and beyond.

Smith isthe president atid CEO of Federal
Express.

STUTTERING...

HELP PREVENT IT!

For informat ion, write or call toll-free:

STUTTERING FOUNDATION OF AMERICA

rHRMI-RLV >Tt:WTfh « n: >ATL; AMERICA

A Non-Profit Organization
Since 1M7—Helping Those Who Stutter

P.O. Box 11749 « Memphis, TN 38111-0749
1-800-992-9392

PEPPERDINE ITY
SCHOOL OF BUSINES G MENT

M SOD

MASTER OF SCIENCE DEGREE
IN ORGANIZATION DEVELOPMENT

A two year accredited master's degr ee program, utilizing a strategic
management orientation in the study of planned organization change
and development.

Coursework isdelivered by internationally recognized faculty inan
intensive, highly interactive learning environment, convenient for
working professionals.

A synthesis of state-of-the-art concepts and practical experience pre-
pares participants dealing with current challenges facing organizations.

FACULTY:

Billie Alban, Peter Block, Barbara Bunker, Warner Burke, Neale Clapp,
William Dyer, Phil Grosnick, Reuben Harris, David Hitchin, David
Jamieson, Peter Koestenbaum, Miriam Lacey, Craig Lundberg, Will
McWhinney, Kurt Motamedi, Tony Petrella, Joanne Preston,
Edgar Schein, Robert Tannenbaum, Patrick Williams, Chris Worley.

DESIGN:
Eight eight-day and one five-day live-in seminar sessions, scheduled
at two- to three-month intervals over a two year period, provide the
opportunity to maintain full-time employment while enrolled in the
program.

APPLICATION:

Applications are now being accepted for the 1996 class. The applica-
tion deadline is February 9, 1996

Fepperdine Univeristy

School of Business and Management
400 Corporate Pointe, Culver City, CA 90230 (310) 568-5598

MANAGING STRATEGIC CHANGE
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