
IF WE CAN FREE MANAGERS TO MANAGE MORE AND CONTROL LESS, 
WE WILL BE ON THE ROAD TO RE-ESTABLISHING THE TYPE OF QUALITY 

LEADERSHIP IN THE WORLD THAT WE HAVE HAD 
AND ARE ABSOLUTELY CAPABLE OF REASSERTING. 

QWL AND 
THE TECHNICAL 

SOCIETIES 

BY SIDNEY P. 
RUBINSTEIN 

In the pursuit of improved quality 
and greater employee participation 
(involvement) during the past 20 
yea r s , I have found t h a t t he se 
goals a re mutual ly d e p e n d e n t , 
with either goal providing the op-
portunity and means for accom-
plishing the other. For me, em-
ployee involvement has evolved to 
mean a structured system for in-
formation sharing, facilitating op-
erator/employee self-control, and 
problem solving by the work group 
and supe rv i so r , pa r t i cu la r ly in 
their job activity and work me-
thods. This system has become a 
mainstay of the quality of work life 
(QWL) movement. 

D u r i n g the same per iod , the 
notion that only the specialists can 
deal with such issues as quality 
and involvement has been shat-
tered. Today, the knowledge and 
skills required for such tasks are 
shared by large segments of our 
population. 

The integration of these goals 
should be a natural development in 
industrial society. For they are a 

function of the knowledge revolu-
tion, rising expectations, desire for 
influence and control over our lives 
at work and otherwise, and our 
ethic of avoiding the waste of re-
sources, natural and human. 

In addi t ion to m e e t i n g those 
vital personal needs, integration is 
equally necessary and natural from 
an organizational point of view. A 
rapid increase in the rate of im-
provement in organizational effec-
tiveness and product/service qual-
i ty is an abso lu te compet i t ive 
requirement for individual firms 
and whole industries at home and 
abroad. Employee involvement will 
impact both t h e r a t e a t which 
quality problems are solved and 
the acceptance of new methods, for 
those who c r e a t e change will 
accept it more readily. 

There is now expanded interest 
in the integration of quality and 
involvement goals. The focus has 
changed from one of promoting a 
concept of integration to that of 
providing professional assistance 
and direction in developing a sys-
tem to insure the continuity of that 
goal. Technical societies can play a 
special role in assisting their mem-

berships and the nation as a whole 
in developing a professional ap-
proach to this field, thereby avoid-
ing the dangers inherent in a non-
p r o f e s s i o n a l a p p r o a c h t o t h i s 
change. 

In developing that integration, 
r e spons ib le p r a c t i t i o n e r s are 
grappling with the recognition that 
such involvement systems are easy 
to s tar t but very hard to sustain. 
They o f t en a rouse g r e a t shor t -
term interest and a rush of enthu-
siasm, only to be followed by a 
speedy death. The key issue we 
face now is how to i n su re the 
continuity and stability of these 
systems — which is the t rue eval-
uation of their effectiveness. 

Principal reasons for this early 
demise is an inability to get imple-
menting organizations at all levels 
to be aware of the values and goals 
inherent in the creation of such a 
system. The exploration of values 
can help us avoid the fallacy of 
looking a t t h e s e e f f o r t s as just 
more m a n a g e m e n t p r o g r a m s to 
run for a short period of time and 
be d iscont inued at will, usually 
with a change in management. By 
exploring its values, the organiza-
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tion will see t he f u n d a m e n t a l 
differences between current pro-
posals in the quality of work life 
area and previous practices. 

Improper design and start-up of 
the system can cause failures. For 
example, a program that is de-
signed as a m a n a g e m e n t e f fo r t 
with no provision to bring in the 
union as a joint par tner from the 
beginning could cause the adver-
sary relationship between union 
and management to carry over into 
the quality of work life area. A 
method of implementa t ion t h a t 
does not consider all levels of man-
agement and functions threatens 
the management consensus needed 
for organizational commitment. 

The long-term dangers to suc-
cessful implementation stem from 
unrealistic expectations. Involving 
employees in problem solving will 
not automatically improve quality. 
A total integrated system must 
evolve which begins with analysis 
of the types of structural changes 
needed within the current system 
in o rde r to mee t compe t i t ive 
needs. Should this integration of 
employee involvement within the 
structure of the quality system not 
occur, the workers will suffer from 
lack of guidance and s u p p o r t 
within the organization as a whole, 
par t icu la r ly f rom the organiza-
tion's specialist resources. Similar-
ly, management will lose its enthu-
siasm for the system, because the 
expected results will not be forth-
coming. 

The full integration of improved 
quality and employee involvement 
and the i r bene f i t s have been 
seriously delayed here by persis-
tent social/environmental factors. 
These f ac to r s have had to be 
identified and systems created to 
alter or adjust them before an inte-
grated approach could be under-
taken with confidence in the con-
tinuity. 

Efforts in the quality of work life 
movement are now maturing as a 
system of employee involvement 
which combines structured ways of 
removing the barriers in our social 
envi ronment wi th an e f fec t ive 
model for imp lemen ta t ion . This 
system has evolved by close exam-
ination of our experience and by 
careful and balanced appraisal of 

the Japanese and European ex-
periences. Above all, we needed to 
study more closely the unique and 
particular American context. We 
have changed the emphasis from a 
"s imple" focus on employee in-
volvement in problem solving as a 
means of raising quality levels, to a 
need for systems that emphasize 
total organizational commitment. 
Jointly planned (management-em-
ployee) structures insure the in-
tegrity and continuity of the sys-
tem, and review and changes in 
the quality assurance system in-
sure the integration of quality and 
participative goals. 

To effect this, we have had to 
develop a deeper understanding of 
both the values inherent in such 
systems, and the conflicts in our 
social environmental structures 
that influence and shape all organi-
zations. 

These conflicts derive from com-
pe t i t ive va lues and confl ic t ing 
strategies. If we can develop plans 
to change confl ic t ing s t r a t e g i e s 
into complementary ones, then we 
can begin to solve them. To ignore 
the social/environmental issues is 
to risk the success of the partici-
pative system. 

There are three major conflict-
ing s t r a t e g i e s t h a t r e f l ec t com-
petitive values: 

1. The adversarial relationship 
between employees and manage-
ment in the United States and the 
philosophies which perpetuate this 
type of relationship. This will be an 
ongoing problem t h a t mus t be 
addressed by all organizations on a 
continuous bas is . T r e m e n d o u s 
breakthroughs have taken place 
which encourage us to believe that 
this relationship can be changed so 
t h a t it is adve r sa r i a l when de-
sirable, as in the collective bar-
gaining process, and cooperative 
when desirable, as in quality of 
work life programs. This break-
th rough has been a ma jo r con-
tribution of the quality of work life 
movement in the last five years. 

This movement has a t t r a c t e d 
workers, professionals, managers, 
and trade union leaders who are 
willing to change their practices 
and seek solutions to the social/ 
environmental factors. Implicit in 
these solutions is a win-win objec-

tive. Not only must the common 
in t e r e s t s be ident i f ied , bu t we 
must seek to understand and re-
spect each other's special inter-
ests. Competitive values will re-
main but conflicting strategies can 
be changed to complementa ry 
ones. The expansion of individual 
and work team influence and parti-
cipation should not and need not 
impinge upon the collective bar-
gaining process, or the authority of 
management. 

In organizat ions whe re t r a d e 
unions participate in the adminis-
tration of the system (joint com-
mittees), policies are formulated 
which pro tec t t he r i gh t s of all 
parties and maintain the voluntary 
process . M u t u a l b e n e f i t s a r e 
sought so that improved organiza-
tional effectiveness is not at the 
expense of working conditions or 
job security. This joint effort helps 
ins t i tu t ional ize the sys tem and 
protects agains t d iscont inui ty 
when either the management or 
union leadership changes. 

In organizations without unions 
or where they do not participate, 
special provisions are needed to 
protect the integrity of the sys-
tem. 

2. The conflict between the 
desire for all to participate and the 
need for specialized knowledge. 
Special is ts and the i r expe r t i s e 
have served as catalysts for change 
in modern organizations. Whether 
the special is ts will remain the 
exclusive cont ro l le r of problem 
solving processes or whether all 
employees will participate jointly 
with the specialists in that process 
is the principal issue t ha t the 
technical societies must now ad-
dress. 

Worke r s are chal lenging the 
theory that specialization is the 
key to the solution of problems of 
the work area. They see them-
selves as special is ts who have 
unique insights into their particu-
lar work assignments and work 
environment. The high worker in-
t e r e s t in solving work re l a t ed 
problems reflects the human de-
sire for self-respect, influence and 
control over the conditions that 
affect us. Education ferments this 
desire but the complexity of tech-
nology has inhibited it. 
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Participation in problem solving 
is seen as a way to become more 
t h a n j u s t an a p p e n d a g e to t h e 
machine. The vast scale on which 
w o r k e r s so lve t h e i r work a r e a 
p r o b l e m s in J a p a n p r o v i d e s ir-
refutable evidence of the viability 
of systems which s t ress the critical 
role of employee input in the pro-
cess of changing tools, methods, 
and systems. The need for special-
ization will remain, but the chang-
ing ro le of t h e spec i a l i s t s will 
d r a s t i c a l l y a f f e c t t h e f u t u r e of 
education, p r o f e s s i o n a l i s m , and 
technical organizations. 

3. The contradiction between job 
security and career development 
for the individual and the view that 
the employee is expendable during 
economic downturns. A d v a n c e d 
technology and the big financial 
investments needed to train the 
work force have led the Japanese 
to look upon their workers as life-
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time employees. Such technologi-
cal soph i s t i ca t ion s imi la r ly r e -
quires the United Sta tes to take a 
career approach toward its entire 
work force, including profession-
als. In large par t , the insecurities 
of professionals about their own 
jobs have caused them to regard 
technology as being under their 
exclusive jurisdiction. This exclu-
s ive p r e r o g a t i v e would be un-
necessary in a more secure work 
e n v i r o n m e n t . T h e t h r e a t of job 
loss is t h e m a j o r r e a s o n f o r 
employee and union resistance to 
productivity improvement. A na-
tional and organizational shift to 
job maintenance from income main-
tenance must now be explored. 

One approach tha t I have ex-
plored with the federal govern-
ment and the State Depar tment of 
Labor is to subst i tute paid t ime for 
problem solving and training for 
layoffs during periods of economic 
d o w n t u r n s . All w o r k e r s would 
remain employed, but would de-
vote a percentage of their t ime — 
say the fifth day or half day — to 
l e a r n i n g and a p p l y i n g p r o b l e m 
solving skills to their real prob-
lems. 

The outcome would be a more 
effective and competitive company 
and national policy. Research is in 
progress on the feasibility of such a 
system. (For an expansion, refer 
t o my t e s t i m o n y in O v e r s i g h t 
Hearings on the Comprehensive 
E m p l o y m e n t and T r a i n i n g A c t , 
Hearings before the Subcommittee 
on Manpower Compensation, and 
H e a l t h and S a f e t y of t h e Com-
m i t t e e on E d u c a t i o n a n d L a b o r 
House of Representat ives, Ninety-
Fourth Congress, Second Session, 
Pa r t 3, 1976.) 

A Preliminary Plan 
Tasks tha t can help the profes-

sional society develop a model are 
as follows: 
A. Review of Current Q.C. Prac-' 

tices and Effectiveness 
The ASQC should review and 

define the relationship of the field 
of quality control — its knowledge, 
organization, and experiences — 
to the evolving value system of 
w o r k e r p a r t i c i p a t i o n . I t m u s t 
identify tha t portion of our field 
which is supportive of these values 
and tha t portion which inhibits the 

value system. 
1. For example, the social impli-

ca t i ons of app l i ed s t a t i s t i c s a re 
potentially extremely positive. Ap-
plied statistics, as popularized in 
the early 1940s, was a broad-based 
vehicle for bringing the scientific 
method to large portions of indus-
trial society. I t placed scientific 
methodology at the disposal of the 
average citizen and worker and 
provided them with simple statis-
tical tools with which to solve per-
plexing problems. Other profes-
s ions h a v e c o n t r i b u t e d t o t he 
popularization of their disciplines 
(e.g., the preparation of educators 
and t ra iners who have not been 
academically educated as teachers, 
t h e p o p u l a r i z a t i o n of i ndus t r i a l 
engineering p r i n c i p l e s t h r o u g h 
"work simplification," simplified 
computer utilization, para-profes-
s ional e d u c a t i o n , and se l f -he lp 
movements). 

An area of great personal satis-
faction is currently being derived 
from developing new methods in 
problem solving based on heuristic 
concepts as a means to educate 
schooled and non-schooled problem 
solvers. Continued support for this 
t r e n d in p o p u l a r i z i n g ou r disci-
plines would be a positive value for 
p r o f e s s i o n a l s and t echn i ca l so-
cieties to pursue. 

2. The ASQC should examine 
the s t ruc ture of the quality system 
within the United States . Our cur-
rent system often separates the 
quality control function from the 
manufacturing function, relying on 
inspection procedures to guaran-
tee quality. This system is anti-
thetical to the values of partici-
pation, as it creates an atmosphere 
of distrust of the workers rather 
than encouraging worker involve-
ment in the responsibility for the 
quality function. The specialized 
s t ruc ture has misled management 
into believing tha t the control of 
qua l i t y is a t e chn i ca l func t ion 
instead of an operational function. 
Where operational management 
has d e l e g a t e d a w a y t h e qual i ty 
responsibility, goals of quality and 
production emerge as conflicting 
interests instead of complement-
ary ones. The s t ruc ture of the sys-
tem needs to be reviewed. 

3. Portions of the management 
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philosophy of quality control are 
da ted . Al though the dist inct ion 
between common and special prob-
lems is still valid and useful, the 
division between worker-controlla-
ble and management-controllable 
problems presupposes t ha t only 
managers will solve management-
controllable problems and only 
workers will control worker-con-
trollable problems. We are now 
seeing, on the contrary, that large 
numbers of problems which in the 
past have been assigned to engin-
eering and management for solu-
tion can in fact be solved by 
workers. We must rethink our phi-
losophy and begin to distinguish 
between worker-correctable and 
management-correctable p r o b -
lems. When workers are involved 
in correcting problems they can 
best protect themselves from be-
ing blamed for problems being 
caused by others. 

Quality control specialists are at 
a crossroads. As concern for and 
actual responsibi l i ty for quali ty 

permeates the entire organization 
— from top management to the 
work-place employee and team — 
and a different view of the rela-
tionship of production to quality 
emerges, the quality control pro-
fessional could lose s t a tu s and 
value. 

However, if such professionals 
take the lead in analyzing the new 
conceptual, structural and techni-
cal changes needed to insure an in-
tegrated quality control system; if 
they help provide some of the new 
forms of training and education for 
all levels, the i r role will be 
s t r e n g t h e n e d . And t h e y will 
achieve new levels of satisfaction 
by moving the i r organizat ions 
from preoccupation with control 
levels of quality to the concentra-
tion on the subs tan t ive break-
through issues that must be dealt 
with. 

4. Finally, we must evaluate our 
current field effectiveness, partic-
ularly in comparison to that of the 
Japanese, in order to develop a 

sense of the priorities and urgency 
of required systems changes. We 
must compare the Japanese and 
American systems not only as they 
are currently constituted, but also 
in terms of the directions in which 
they are going. 

Japan has in the past 15 years 
reached international leadership in 
manufacturing quality in some in-
dustries. Dr. Ishikawa, the leading 
figure in Japanese quality control 
is now calling for a concentration in 
quality design: "We must change 
our way of thinking, that is where 
the possibility of breakthrough 
lies. Recently I recommended to 
some companies that 'You must 
endeavour to cut costs by 30 
percent by effecting a 30 percent 
decrease in the number of parts 
but holding to the same level of 
quality and reliability.' In some 
cases success has already been 
achieved." 

The combined impact of superior 
manufacturing and design quality 
will critically intensify our current 
competitive difficulties. This ob-
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jective for the Japanese quality 
control system clearly points to-
ward their total systems approach. 
We in the Uni ted S t a t e s must 
match this effort if we are to be 
competitive. 

In that regard, I believe that 
many have drawn the wrong 
conclusions from the Japanese ex-
per ience . We must avoid blind 
adulation (slavish imitation) of that 
experience and bland dismissal of 
the i r a c c o m p l i s h m e n t on t h e 
grounds that their environment is 
so d i f f e ren t . J a p a n e s e success 
stems not from the creation of QC 
Circles in isolation, but from these 
factors: 

1. They integrated quality and 
participative goals with one an-
other, and — 

2. Integrated those goals into a 
system for planned change, that 
embraced new management and 
organizat ional concepts , and, in 
turn — 

3. Used the positive factors in 
their social environment and work-
ed to change the negative factors, 
and — 

4. Stressed widespread diffusion 
of the i r sys tems and prac t ices 
throughout the nation as a means 
of achieving a nat ional break-
through in qua l i ty / compe t i t ive 
levels . They say the need for 
change is on a massive scale. 

Explicit Sources 
One important note in this re-

spect is to see that the Japanese 
social/environmental forces are 
implicit in their system, but we 
must make ours explicit. We must 
spell those out, and work to change 
the negative environmental fac-
tors, and learn how to strengthen 
our positive (outside the company) 
supports. 

It is not enough that we match 
the quality levels achieved by the 
Japanese. We must also address 
the issues that will determine our 
future position. The problems of 
securing raw mate r ia l s , worke r 
expecta t ions of improved s tan-
dards of living, and the need to 
safeguard our ecology — are all 
issues that will effect the kinds of 
objectives that we set. 
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Such issues also involve the 
policies of our government and its 
role. The current reliance of regu-
latory practices conflicts with the 
values of independence , self-re-
liance, and the deep need we all 
have to exert maximum control 
over our lives. Where government 
programs, no matter how well in-
tentioned, impose controls from 
above, they will be unpopular and 
ineffective as they violate these 
basic values. If the government 
can shift to programs and policies 
that support local initiative, self-
reliance, and couple control with 
support to building the problem 
solving structures and competen-
cies for securing the breakthroughs 
needed, they will get more support 
and be more effective. 

The technical societies, which 
have considerable inf luence on 
government, may wish to explore 
how they can shape that direction 
and provide some expertise. The 
experiences and models on how to 
improve quality and involvement 
will be useful in planning how to 
solve other problems. 
B. Change Needs and Current Val-

ues 
Once we have ident i f ied the 

components , phi losophies, and 
tools of our f ield, we should 
make a careful appraisal of what 
changes in the field are needed in 
o rder to respond to the newly 
emerging values. We should then 
d e t e r m i n e how t h e s e changes 
should occur. 

This will be a major task for each 
technical society. Societ ies will 
have to focus not on education in 
the quality of work life technology, 
but on altering the current tech-
nology where it conflicts with the 
developing values. 
C. Predictive Modeling 

The societ ies mus t develop a 
pred ic t ive model of wha t roles, 
functions, and skills will be re-
quired s t e m m i n g f r o m these 
changes in value systems, tech-
nology, and par t ic ipa t ion . The 
model should provide a means of 
planning the societies' future acti-
vities relating to quality of work 
life. 
D. Sharing 

Each discipline must do this and 
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simultaneously share its results 
with one another. 
E. Diffusion 

The problems of diffusing the 
system in the United Sta tes are 
d i f f e r e n t f r o m t h o s e f aced by 
Japan. In Japan, the Q.C. Circles 
are organized and the educational 
p r o c e s s c o o r d i n a t e d b y t h e 
J .U.S.E. , an industry-financed ed-
ucat ional o u t r e a c h i n s t i t u t i o n 
which at t racts the academic engin-
eer ing c o m m u n i t y and m a n a g e -
ment as well as practi t ioners of 
various sciences and engineering 
disciplines. It has had quality as-
surance as its major focus during 
the past 20 years . There is no in-
stitution comparable to J .U .S .E . 
in the United States . 

Both the QC Circle movement in 
Japan and participative problem 
solving originated in the engineer-
ing c o m m u n i t y . T h e s e s y s t e m s 
were organized to improve quality 
and other problems faced in the 
workplace. The motivational as-
pects of these systems were dis-
covered a f t e r t h e f a c t . The i r 
early objective was clearly tha t of 
improving o p e r a t i o n s i n s t e a d of 
improving at t i tudes and motiva-
tion. 

The quality of work life move-
ment in the United States , how-
ever, had a different origin. Here 
the leading forces in its develop-
ment have been people from the 
social sciences and human behavior 
fields in academia, management , 
and t rade unions. Their objective 
was to introduce work innovations 
that would s p e c i f i c a l l y r e d u c e 
worker dissatisfaction in the work 
area. They were interested pri-
marily in changing relationships 
and increasing motivation. 

Specific qua l i t y p r o b l e m s and 
other problems in the work area 
were of secondary interest . Many 
feit that the solution of such prob-
lems would be merely a byproduct 
°f the system. The integration of 
these two areas of leadership is 
now critical. In fact, this may pro-
ywe a powerful tool for our achiev-
l n g the m a s s i v e b r e a k t h r o u g h s 

"State and federal government can play 
a special role in changing from 

income maintenance to job maintenance." 

needed. For we are witnessing a 
new definition and practice of "in-
terdisciplinary" efforts — one that 
embraces not only the different 
disciplines of behavioral science 
and t echno logy , b u t inc ludes a t 
both the theoretical and practical 
level employees, union leaders, su-
pervisors, managers of many func-
tions, to accelerate the adoption 
and d i s semina t ion of new pro-
cesses. Trade union leadership and 
management must play the leading 
role in changing their relationship. 
The technical societies must play 
the leading role in changing the na-
ture of specialization and the popu-
la r iza t ion of k n o w l e d g e of t h e i r 
disciplines. State and federal gov-
ernment can play a special role in 
chang ing f r o m income m a i n t e n -
ance to job maintenance. 

In the United States, at first 
there will be many forms of em-
ployee involvement. Clearly the 
advocates of American-style QC 
Circle programs see QC Circles as 
management tools whereas parti-
c ipa t ive p rob lem solv ing looks 
upon worker involvement as an in-
tegrated system, integrated both 
technically and socially into the 
society. Each conception will have 
its own advocates. 

For all these reasons, I do not 
foresee in the near fu tu re any cen-
tralized coordinating agency for 
employee involvement or quality 
of work life in the United States. 
During the next few years, there 
will remain multiple centers pro-
moting this activity. However, the 
practitioners involved directly in 
the development of these various 
systems within their organizations 
will begin to form networks. These 
practitioners, coming from differ-
ing disciplines, will in effect be 
forming interdisciplinary opera-
tions networks. 

The technical societies can en-
courage the development of these 
networks and provide them with 
an audience and a means of ex-
changing experiences. These net-
works will lead u l t i m a t e l y t o a 
definition of the field. The techni-
cal societies should now focus on 

the changes needed in their disci-
plines that will best prepare their 
members for the changes that will 
arise in their fields, instead of un-
dertaking direct responsibility. 

F . Potential Issues to be Explored 
1. Will the interdisciplinary ap-

proach to qua l i ty of work life, 
which brings together various pro-
fessionals as well as union leader-
ship, serve as a forerunner of an 
effort to integrate staff functions? 

2. Should the technical societies 
prepare to open their membership 
to new groups of para-profession-
als, e.g., the workers and union 
leaders who are now involved in 
quality control and problem solv-
ing, who have become interested 
in t he t echnology avai lab le a t 
ASQC? 

3. How to integrate the theoreti-
cal perspectives of our disciplines: 
Practitioners in human resource 
development now need an opera-
tional capability in the technical 
aspects of the new evolving socio-
technical systems. Concurrently, 
practitioners in our technical disci-
pl ines now need an o p e r a t i n g 
knowledge of the social factors in 
our evolving socio-technical sys-
tems. The theoretical perspectives 
need to be unified, codified and 
popula r ized . J o i n t e f f o r t on the 
part of technical societies can con-
tribute significantly to the attain-
ment of this objective. 

Our Opportunity 
If we can free managers to man-

age more and control less, if we 
can free specialists to tackle the 
t o u g h e r p rob l ems of des ign of 
systems and underlying substan-
tive (common) problems of organi-
zation; if we can free employees to 
solve t he i r common workp lace 
problems — and do so rapidly and 
on a massive scale, we will be on 
the road to r e - e s t a b l i s h i n g the 
type of quality leadership in the 
world that we have had and are ab-
solutely capable of reasserting. 

Siney P. Rubinstein is the founder and 
president of Participative Systems, Inc., 
a training and consulting firm in Prince-
ton, N.J. 
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