
Values: The Cornerstone 
ofQWL Developing a system of shared values in the work place 

is the surest way to achieve a high quality of work life. 

By A N N E T T E H A R T E N S T E I N and K E N N E T H F. H U D D L E S T O N 

This article is the fourth in a scries 
developed by the ASTI) Quality of 
Work Life (Committee. The series 
describes QWL efforts and suggests 
hois to support and maintain them. 
The first article a p p e a r e d in the 
September 1()H3 issue of the Jour-
nal, the second, by Saul Rubinstein, 
in the March I ()S4 issue, and the 
third, by Robert It Leventhal, in the 
June 1 *)S4 issue. 

For too long quality of work life 
(QWL) efforts have centered on 

questions of structure and not 
shared philosophies be tween manage-

ment and labor. It is clear that for Q W L 
to be successful, management and labor 
must have shared values. I1RI) profes-
sionals will be tailed upon to engineer 
both the process and training modules 
needed to arrive at and maintain these 
values. They will have to distinguish be-
tween values that are counterproduct ive 
to Q W L and those that are essential for 
Q W L success. They w ill need to recog-
nize t h e capabi l i t i es ( u n d e r s t a n d -
ings/skills) that facilitate shared values 
and the resources available for assisting 
the 11RI) professional in designing the 
process and training modules needed . 

A most important frontier in upgrading 
the quality of life is the corporation. 

American management and labor must 
meet the challenge or be overwhelmed 
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by the pressures of foreign economic 
competition, the aging of basic industries, 
the shift to a post-industrial information 
society and a work force looking for more 
than monetary compensation from work. 

Organizations can meet these chal-
lenges by integrating t h e requirements of 
technology with the needs of people 
through Q W L efforts. Employees will 
benefit and organization performance will 
improve. 

Major tu rna rounds are occurr ing 
because of the introduction of Q W L ap-
proaches into some corporations. Among 
t h e most popula r a p p r o a c h e s are 
autonomous work units, labor-manage-
ment commit tees , employee participa-
tion. open communica t ion be tween 
managers and employees and quality 
circles. 

Labor management 
agreement 

A l t h o u g h Q W L a p p r o a c h e s are 
recognized as valuable tools in the cam-
paign to revitalize organizations, mixed 
results are being repor ted . Exper ts 
believe these efforts are faltering because 
labor and management lack shared 
values. According to Rosabeth Moss Kan-
tor, "Shared philosophy—'family feel-
ing'—can't be stimulated or imposed ar-
tificially because top management wants 
to create a Japanese-style organization; it 
has to derive from the way work is done. 

"Zealous managers, eager to show they 
are in tune with the C E O ' s push for par-
ticipative management , have started 
counting their task forces, rather than 
thinking about the substance of what 
w as/w as not being accomplished." 

Simply put, to enable people to have 
a more satisfying work life and greater 
productivity, supportive philosophies 
agreed upon by management and labor 
have to be in place at the start. 

Counterproduct ive values dominate 
w hen a conscious effort isn't made from 

the start to identify shared values essen-
tial to Q W L . In the United States the 
value of competi t iveness, rugged in-
dividualism, adversarial negotiat ion, 
hierarchical organization, reactiveness, 
utilitarianism and employee manipulation 
are emphasized. In The Change Masters., 
Kantor identified the typical organiza-
tional culture as segmentalist with over-
ly concentrated power, authoritarian, 
resistant to change, and extremely com-
partmentalized with respect to work 
units.1 

As a pattern, actions and problems are 
handled piecemeal without people being 
aware of the whole picture: ideas and 

approaches are not shared. According to 
Myers-Briggs personality research, 75 
percent of the general population would 
describe themselves as practical and 

pragmatic, only trusting facts, firmly-
guarded in reality. ' These types of peo-
ple like stability — not change—and prefer 
standard operating procedures. Many are 
short-range oriented and focus on tasks 
rather than on people. They com-
municate w ith difficulty and find it hard 
to dev elop the trust and teamwork essen-
tial to the well run organization. 

Without shared values, managers arc-
often authoritarian and deny workers a 
sense of involvement, responsibility and 
autonomy. The all-too-frequent result is 
a lack of commitment and productivity. 
T h e s e negative values underlie many cor-
porate cultures. They shape behavior on 
and off the job. undercut the work ethic 
and prevent high performance lev els, as 
workers sec status symbols and pay un-
fairly distributed. Q W L efforts will fail in 
such an a tmosphere unless labor and 
management agree on a new set of 
positive v alues. 

A n e w way of life 
Q W L efforts emphasize an alternative 

world view. Q W L succeeds when labor 
and management agree on the need for: 65 
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• D e v e l o p m e n t of t h e full range of 

h u m a n potent ia l ; 

• R e s p e c t for h u m a n dignity; 

• Tolerance of d i f fe rences ; 

• A sense of c o m m u n i t y ; 

• Equi ty and a u t o n o m y ; 

• A h u m a n e , p roduc t ive and d e m o c r a -

tic work force . 

Q W L is a p rocess—a way of life— that 

implies t rus t ing re la t ionships , improve-

m e n t . sat isfaction and mean ingfu lness . It 

is not a pro jec t or program. John Naisbi t t 

identif ies h igh- tech /h igh- touch and the 

eros ion of h ierarchies as two of t h e ma-

jor t r e n d s of our t ime . 5 H e pred ic t s that 

high t echno logy s t imula tes a need for 

meaningful interact ion. T h u s , h e bel ieves 

tha t se l f - respons ib i l i ty a n d g e n u i n e 

pe r son- to -pe r son c o m m u n i c a t i o n will 

b e c o m e e s sen t i a l e l e m e n t s in o u r 

ins t i tu t ions . 

Special processes and training are at the 

heart of Q W L efforts . In many instances . 

H R D profess ionals are called on to 

eng inee r t h e p roces s and d e v e l o p the 

t raining m o d u l e s that m a n a g e m e n t and 

labor need to arrive at and mainta in 

shared values. These processes and train-

ing m u s t fos ter c o r p o r a t e cu l tures that 

help t o p execu t ives , manage r s , labor 

leaders and worke r s d e v e l o p values ap-

propr ia te for m a n a g e m e n t by part icipa-

tion. The capabilities (understandings and 

skills) that should b e addressed by H R D 

inc lude the fol lowing: 

• Persona! capabilities— Self-awareness of 

values, inclinations, s t rengths , s tyles and 

impact on o the r s ; en t repreneur ia l / in -

n o v a t i v e s p i r i t ; c h a n g e - o r i e n t e d ; 

bchav ioral flexibility; managemen t of own 

stress; e n v i r o n m e n t a l awareness ; long-

/ shor t - t e rm perspectiv es; clear speaking, 

l istening and technical w riting; ba lance of 

act ion; and pa t i ence . 

• Interpersonal capabilities— Trust and 

t e a m w o r k , g roup dynamics , verbal and 

n o n v e r b a l c o m m u n i c a t i o n s , i n t e r -

persona l sensi t ivi ty, m a n a g e m e n t of 

organiza t iona l s t ress , r ecogni t ion of 

o t h e r s ' e x p e r t i s e , r eward ing o t h e r s , 

ba lance of leading and follow ing, shar ing 

author i ty with o the r s , f eedback skills and 

ability to increase upward and downward 

o p e n n e s s . 

• Process management— Mult iple-perspec-

tive decis ion m a k i n g (see p r o b l e m in-

tegratively and f rom different viewpoints), 

c rea t ive p rob lem-so lv ing and th ink ing , 

planning, organizing, goal setting, win/win 

confl ict resolut ion and negot ia t ion , con-

sensus d e v e l o p m e n t , d y n a m i c p lanning , 

s t ruc tu r ing e x c h a n g e of informat ion and 

ideas, and h o w to m a n a g e the evolu t ion 

of t h e overall p roces s . 

Training d i rec ted at deve lop ing t h e 

a b o v e capabil i t ies is best in tegra ted ear -

ly in the p rocess , w h e n t h e effort is t o 

d e v e l o p a list or cons t i tu t ion of sha red 

values. T h i s p r o c e s s should begin wi th 

guiding a c o m m i t t e e , c o m p o s e d of top-

level represen ta t ives of m a n a g e m e n t and 

labor , th rough a va lue-based p roces s . 

T h i s p rocess uses diagnost ic ques t ion-

naires, s tructured personal interviews and 

i n d e p e n d e n t mee t ings with r ep re sen -

tat ives of m a n a g e m e n t and labor g roups , 

fol lowed b y joint m e e t i n g s held over a 

per iod of t ime . Wha t e m e r g e s is a defini-

tion and clarification of w here each g roup 

s t ands on the key values, what fu tu re 

s t a t e or values thev would like to b u y in-

to , and what must b e d o n e to reach that 

goal. An ag reed -upon set of values then 

can be d ra f t ed . T h i s resul ts in the initia-

t ion of a value-driven Q W L p roces s f rom 

which the necessa ry s t ruc tu re can b e 

buil t . 

H R D profess ionals need to be m o r e 

sensi t ive to the n e e d s of minori t ies , 

w o m e n and blue-collar worke r s . In this 

area, m o r e use could b e m a d e of ex-

periential learning activities. For example , 

first-line manage r s a n d suppor t super-

visors u n c o m f o r t a b l e vv ith e x p e r i m e n t a -

tion will need t raining that shows t h e m 

how to e n c o u r a g e trial and er ror by 

workers instead of relying on rules and 

policy. In pas t years , t ra ining has t o o 

of ten e m p h a s i z e d s t ruc tu re over a value-

based process . It's t ime for the p e n d u l u m 

to swing back , at least par t way, to 

p rocess . 

Fou r key r e sources help organiza t ions 

eng inee r the p r o c e s s and deve lop the 

t ra in ing p r o g r a m . The p r e d o m i n a n t 

r e sou rce is the in -house H R I ) func t ion . 

A n u m b e r of p lants a round t h e count ry 

have es tab l i shed their own Q W L train-

ing p rog rams with un ique quali t ies. For 

e x a m p l e , the Uni ted A u t o W o r k e r s at 

Buick has es tab l i shed a jointly d i rec ted 

re t ra ining and r eas s ignmen t program 

f l o w i n g f r o m its h igh ly s u c c e s s f u l 

un ion /managemen t Q W L program. It of-

fers academic and technical t ra in ing to 

e m p l o y e e s w h o s e jobs have b e e n lost 

th rough c h a n g e s in work prac t ices or 

t e chno logy . 

O f t e n o v e r l o o k e d , par t icular ly by 

m e d i u m and small organizat ions , are t h e 

Q W L / p r o d u c t i v i t y c e n t e r s a n d pr iva te 

consu l tan t s . C e n t e r s and consu l tan t s can 

b e ins t rumental in serving as resources to 

help m a n a g e m e n t and labor deve lop 

sha red Q W L values. Because of their 

b road -based , neut ra l pe r spec t ives , con-

sul tants arc in a un ique pos i t ion to s t ep 

b a c k and o b s e r v e t h e organizat ion 's 

v a lues , w h e n insiders may b e too c lose 

or t h e issue t o o polit ical . O u t s i d e 

resources can also provide values-related 

t ra in ing for internal t r a ine rs /consu l tan t s , 

m a n a g e m e n t and labor. R e s o u r c e s in-

c lude c e n t e r s such as the A m e r i c a n 

C e n t e r for t h e Qual i ty of W o r k Life , 

Amer i can Productiv itv C e n t e r . O r e g o n 

Product iv i ty C e n t e r , and the Pro jec t on 

Technology. Work and Charac ter . Accor-

d ing to Richard Aul t . w h e n c h o o s i n g a 

consu l t an t or c en t e r , o n e should look for 

a p e r s o n who sees the Q W L p roces s as 

sy s t ema t i c and cul tural . 

A n o t h e r o v e r l o o k e d t h i r d - p a r t y 

regional r e sou rce for t h e H R D profes -

sional is the c o m m u n i t y college or univer-

sity. Ins t i tu t ions like L a n e Communi ty 
Col lege (F.ugene. Ore . ) and Centra l Pied-

m o n t C o m m u n i t y Co l l ege (Cha r lo t t e , 

N . C . ) bo th have e s t ab l i shed Q W L / p r o -

duct iv i ty p r o g r a m s wi thin their inst i tu-

t ions and w o r k e d with local c o m p a n i e s . 

As a result , they can p rov ide quality 

counse l ing and t ra in ing on the examina -

tion, definit ion and redefinit ion of values. 

Schoo l s like D e l a w a r e T e c h n i c a l and 

C o m m u n i t y Col lege ( D o v e r ) regularly 

sha re their va lues- readiness a s s e s s m e n t 

p roces s with area c o m p a n i e s on-s i te . 

Wi th ex t ens ive research capabi l i t ies 

and expe r t i s e in organizat ion deve lop -

m e n t , m a n a g e m e n t and l abor /manage-

m e n t coope ra t ion , t h e regional un iver -

sities should b e exp lo red . F o r e x a m p l e , 

t h e S t a t e Univers i ty Col lege at Buffalo 

he lped t h e Kxolon C o m p a n y look at 

values by c o n d u c t i n g a four -month study 

of w orker a t t i tudes . Though no t all post -

secondary can assist in developing shared 

values for e f fec t ive Q W L . you may b e 

surpr ised when you learn f i rs thand of the 

quality of help that is available locally. In-

creasingly, post -secondary institutions see 

this as a vital serv ice they can p r o v i d e 

wi thin their region. 
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