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CHAPTER I 

INTRODUCTION 

It has been reported in construction trade publica-

tions that workmen in the construction contracting industry 

quite often resist changes made in work methodso 

A survey made by the Associated General Contractors of 

America in 1963 indicated that ''labor 11 was considered as 

the most important management issue facing the general con= 

tractor at .the time (1)·. \,some of the comments of the re= 

spondents in listing their particular labor problems showed 

that "resistance to change" weighed heavily as a source of 

concern. Following are some typical contractor comments 

from that report that point out some of the areas of concern; 

Resist.ance by labor to improved methods., 

. Cooperation of organized labor in cost reductiono 

· Greater productivity from labor.. For example II 
elimin~tion of mason's objections to labor= 
saving: tools. 

The subject of resistance by construction workmen to 

changes in work methods in the construction contracting 

industry is! examined in this studyo 

1 



STATEMENT OF THE STUDY PROBLEM 

The major problem of this study was to develop a 

generalized framework to enable the construction engineer 

or job superintendent to better identify and relate the 

conditions contributing to resistance to change in work 

methods on the part of construction workers, so that the 

objective of realizing more benefits from any cost-saving 

changes they may suggest may be more readily attainedo 

The scope of the study is three-fold: 

lo To find the extent of resistance by construe= 

tion workers to changes in work methods .. 

2o To identify some of the contributing condi= 

tions that increase the likelihood that resist= 

ance to changes in work methods may occuro 

3. To suggest ways to reouce resistance to changes 

in work methods .. 

2 

The- data for analysis ana- cHs--eussion in relation to the 

aims of this s-tudy were obtained through a survey of con= 

struction workers, contractor management and engineering 

per~cmnel 1 and trade union officials; and through a survey 

of the literature on resistance to change. 



PURPOSE AND SIGNIFICANCE OF THE STUDY 

The construction engineer is often responsible for 

originating changes in work methods on construction pro

jects while acting as a staff assistant to the chief job 

site line supervisor, the project superintendent. After 

some experience, the engineer often becomes a job super-

intendent, in which positicin he gives direct orders to 

foremen, and is responsible for successfully intro-due-

ing and implementing some of the changes made in work 

methods. 

Through the generalized framework developed in this 

study the influencing beh.aviora 1 factors. affecting work

men in change situations can be placed in better perspec-

tive, thereby reducing the highly emotional feelings many 

.3 

exhibited by construction engineers, superintendents, 

and others when confronted with manifestations of worker 

resistance to change. 

Keith Davis (2, p. 396) states that: 

Resistance to change tends to focus on human 
relatip11s problems, rather than the technical 
aspect'S of change. • .. Proportionately too 
much time has been devoted to technical problems 
of what to change, with too little attention 



to social questions of how to make the change. 
Perhaps the group which has most overlooked 
social factors of change· is the technical 
specialists. 

With a knowledge or the behavioral forces at play, it 

is felt: 

1. That the negative view of many in construction 

contracting firms toward the ultimate 

acceptance and success of changes in work 

methods will be meliorated. 

2. That because of the recognition and appre-

ciation of human factors involved., more 

of those in a position to do so will be 

induced to suggest potentially profitable 

changes in work methods. 

As a result of resistance to change in work methods 

presently experienced by contract ors., plus their hesitancy 

to originate or introduce further changes., desirable 

increases tn man-hour productivity may be foregone., to the 
! 

detriment o.f the economy. 

New construction is a major component of our Nation's 

output of goods and services as well as a major source of 

employmente The total value of new construction put in 

4 

place in the year 1967 amounted to approximately $74 billion 

(3). The same source shows that roughly 3 million men were 
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engaged di~ectly in contract construction work with a 

total of nearly 6 billion man hours of employment per year, 

and gross earnings of around $24 billion. 

The on-site labor requirements for various types of 

construction can vary from approximately 22 per cent to 

35 per cent of the construction contract dollar, and the 

numb°ler of man hours per $1,000 of construction contract 

from 72 to 134 (4). 

These statistics illustrate the magnitude of the po"" 

tential dollar savings that might accrue to the contractor 

and eventually to the purchaser of construction through 

even a slight percentage increase in productivity by the 

individual worker as a result of his more rapid acceptance 

of cost ... saving changes in the work methods., 

Selekman (5, p. 137) states that: 

The problems of shop relations created by the 
almost invariable resistance to almost inevitable 
shon ~hanges are complex, challenging, anrl 
inescapable •••• Only after responsible 
administrators become aware of the true nature 
of the res ista nee wi 11 experiment and experience 
tell what may prove the most effective answero 
Awareness must come firsto Given that aware= 
ness, we may hope that the men who can master 
the most challenging technological problems 
will not bow in defeat to this parallel problem 
of human behavioro Leadership in industry, o o • 

today requires, above all, an understanding of 
what makes those who lead and are led behave 

. like human beings. 
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The only formal study, to the investigator's know-

iedge, in the area of resistance to change in the construe-

tion contracting industry was made by W. Lloyd Jones ( 6.) 

1-n --1964~- It points. out that :the technical problems· 

concerned with methods improvement techniques have been 

successfully coped with while the human pr.oblems remain. un-

solved. He examines the experience of the manufacturing 

indus-try with Scientific Management- in the hope that if 

contractors appreciate what went wrong with the introduction 

of Scientific Management, they will avoid making these same 

mistakes.. He also discusses the knowledge of human be-

hayior that haE! been discovered by systematic scientifi.c 

study and presents it in a form that he feels should be 

useful to a construction contractor .. 
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LIMITATIONS OF THE STUDY 

This study was confined to resistance to change by 

production workmen in the general construction contracting 

industry, which is a segment of the much broader uc onstruc

tion industry .. u The contractor mangement and engineering 

personnelj the construction workers, and the trade union 

officials surveyed were connected with the general contract= 

ing industry only o Not included in the survey were manage= 

ment and engineering personnel of subcontractors to general 

contractors, their workmen, or trade union officials affi

liated with the subcontractorso The study was limited to 

this extent as the operations of the other segments of the 

total construction industry are·manv times quite differento 

The characteristics and peculiarities of the general con= 

struction contracting industry are outlined in Chapter IIo 

Because of the many practical problems connected with 

the collection of data through interviews and qu,estionnaires » 

this study was further limited geographically to workers 

and contractors residing in or about the cities of Anchorage 

and Fairbanks, Al&·akt. This mu-st be .recognized in consider= 

ing an extension of the conclusions of this study to workers 
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an~/or contractors in other States. 

Resistance to change in work methods on the part of 

construction workmen only was considered. In this study, 

"resistance to change" may be briefly defined as an unwill

ingness to fully accept or cooperate in a change., It may 

be evidenced by a reduction in output, a decline in the 

quality of the work, an increase in complaints and griev

ances, a rise in "quits", subtle group activity ~o discredit 

the new methods, and in many other covert or overt altera= 

tions in worker behavior. 

The study was further limited to changes in work 

methods that are made generally in the day-to-day job 

operations., "Changes in work methods II may be defined for 

the purposes of this study as any alteration in a partieu= 

lar way of doing things, generally with the intention of 

reducing the costs, and/or making the work easier and safer 

to perform., For example, it m.ight include changes in the 

sequence of operations, in the layout and organization of 

the work, in the manner of handling and installing materi= 

a ls, in the makeup of work crews, or in the kind and use of 

tools o These changes 'might apply, for instance, to the 

day-to-day methods of building concrete forms, in placing 

concrete, laying hot-top, excavating earth, or installing 

pipe'.. Not considered in this study were major technological 



changes that may be industry-wide in scope and that often 

lead to severe economic and social problems for certain 

craftsmen,, as·, for example, the large sea le prefabrication 

of buildings and their cothponents o 

No consideration was given in this study to the inno-

vative process itself as it was assumed that the decision 

to change work methods had already been made, and that the 

reasons for t~e change were thought to be in the best long

term interest of the firmo Some methods improvement tech-

niques that have proved to be valuable to many construction 

organizations are discussed by Parker (7)o 

The contributing conditions that might affect the 

workers' resistance to change and thereby the attainment 

of greater benefits from changes in work methods were 

examined.. A formula for the handling of changes in work 

methods that may be generally applicable was not developed o 

The data obtained through questionnaires, interviews, 

and a survey- of the literature on the handling of change 

were both quantitative and qualitative in natureo These 
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data did not represent experimental observations or measure= 
.f 

ments and therefore precluded any1irefined .statistical analy-

sis •. Thes.e data were considered compositely and the fin.al 

evaluation 0'1! ,.~e of t:1"a _fil.u.~ve.y :nformation gathe~ed wae 

of necessity subjective. 
~:... .. ~ ),;:~----.. · .. ,, ,..,:. __ ., ";-.'\,-,,, ~. 



PRESENTATION OF THE STUDY 

The study has been subdivided into this introductory 

chapter and three others. 

10 

In Chapter II, ''Procedures of the Study 11 , some charac = 

teristics and peculiarities of the construction industry are 

discussed so that the reader can more fully appreciate the 

differences between it and the fixed location, mass-producing 

manufacturing industry in which most studies on the subject 

of iiresistance to changen have been made, as well as to 

better understand the methodological approach to the studyo 

The methods employed in making this study are also described 

in detaiL 

In Chapter III, "Presentation, Analysis and Discussion 

of Data 11 , the information developed through the question= 

naires, interviews, and literature survey is presented, 

analyzed, and discusseda 

In Chapter IV, "Summary., Conclusions, and Recommends= 

tions for Future Research 11 , a summary is made of the com= 

plete studyo The extent of resistance by workmen to work 

methods changes in the Alaska construction contracting 

industry is indicated~ 



ContriQuting conditions that increase the likeli
i 
I 

hood that resistance may occur are identified, and some 

suggestions to reduce resistance to changes in work 

methods are shown. Some recommendations for future 

research on.this study are made. 

11 



CHAPTER II 

PROCEDURES OF THE STUDY 

In this chapter the methodology of the study is 

described together with the reasons for s·eleoting the 

particular procedures o The methods of analyzing the 

data are outlined and discussedo The characteristics 

and peculiarities of the construction contracting indus

try are first sketched to help the reader to better 

appreciate the reasons for following certain procedures, 

and to aid him in understanding the analysis and discus

sion of the survey data ·and especially the conclusions 

drawn from that data~ 

12 



CHARACTERISTICS OF THE CONSTRUCTION 
CONTRACTING INDUSTRY 

This study, as stated previously, was concerned only 

with resistance to change by production workers employed 

directly by general construction contracting firmso 

13 

The U oS. Departments of Labor and Commerce state that 

11 construction .. o .covers the erection, maintenance, and re-

pair of immobile structures and utilities, together with ser= 

vice facilities which become integral parts of structures and 

are essential to their use for any general purposeo • o ~(B)o 

Construction contracting firms, as defined for this 

study, may be privately owned firms in the single proprietor-

ship, par'tnership, or corporation business formo The firms 

may derive their business from bidding competitively against 

other contra:ctors,, or from negotiating contracts alone or 

in competition with otherso In most cases, the design of 

the structure or works is performed by professional archi-

tects or engfj.neers from outside of the contracting firms., 

Some of these same companies build for their own long-term 
' ; 
I 

investment a~counts, as well as building for sale on a specu= 

lative basis. In all cases, it is the prime objective of the 
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contracting firms to perform work at a reasonably high pro-

fit margin without lowering its quality and while working 

within legal and ethical boundarieso 

Construction may be divided into three major categories: 

building construction,. engineering construction, and indus-

trial constructiono These may be defined briefly as follows: 

1. Building construction covers buildings in the 
commonly understood sense, which are erected 
for habitational, institutional, educational, 
light industrial, commercial, social, and 
recreational purposes • This type is con-
sidered the mainstay of the construction 
industry. 

2. Engineering construction is a very broad cate
gory covering structures that are not primarily 
architectural in nature ••• It may be sub= 
divided into two sub-groups -- highway construc
tion and heavy construction. 

Highway construction covers clearing, excavat
ing, fill, paving, drainage, bridge structur~s, 
and such items commonly associated with highway 
worko Heavy construction is usually construed 
to include sewage and ·water treatment plants, 
dams, waterways, levees, pipe and pole lines, 
marine structures 9 tunnels 9 bridges 9 rec lama= 
tion projects and railroad worko 

3o Industrial construction covers the erection of 
projects that are associated with the manufac
turing or processing of a commercial product or 
service • 0 o are highly technical in natureo 
Pet~oleum refineries, steel mills, chemical 
plantso O O are examples (9)o 

NormallyJ contracting firms concentrate their efforts 

in one of these three categorie.s of worko There are, how-

ever, large firms that are not only engaged in all of these 



categories :of work, but also perform architectural and 

engineerin& services in connection with many projects.. 
i 
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Although tne types of firms with:i-n these divisio:ns differ 

greatly, there is a resemblance among all parts of the 

industry based on a similarity of problems. and production 

methods. These lend to all construction some appearanc.e 

of unity while differentiating co11s truction firms :from 

others in the economy. 

Most firms are small in size and carry on work 

~nly in a particular, limited geographical area. There 

are relatively few firms that opera:te on a nationwi.de 

basis, and fewer yet that engage in work on a worldwide 

basis. 

In carrying out a construction contract, the prime 

or genera 1 contractor, the one signing the contract with 

the owner, does not nor:rna lly perform a 11 of the on-site 

work with his own forces but subcontracts certain portions 

of it tfoa t require s pecia li.zed skills to other contractors:. 

generally referred to ·as subcontractors. For example, in a 

building project, the plumbing;jl heating, electrical, pai.nt= 

:ing ~ and roofing work is genera 1.ly "sublet u as this work is 

specialized~ requiring in many cases that the subcontractor 

be li.censed.. In some contracts there may be a provision 

requiring the prime contractor to complete a certain part of 

the work witih his own forces. - It is the responsibility of a 



general contractor to coordinate the overall work of all 

the subcont~actors with his own work·and, of course, he 

assumes total responsibility to the ownero He cannot, 

however 9 give orders to the craftsmen employed by subcon-

tractors 9 por can he determine their methods of worko 

Bertram and Maisel (10) make the following perti= 

nent comments: 

The organization of production in the construe= 
tion industry has often been the subject of 
unfavorable comparisons with the mass-production 
industrieso This comparison is not a valid oneo 
The necessities of on-site production and the 
variation in design largely account for the or= 
ganization of the industry and the system of 
division of labor practiceso 

If any of the advantages of specialization and 
division of labor are to be realized where the 
conditions under which each unit of output is 
produced are variable and each unit of output 
has· distinctive features 3 some form of speciali= 
zation which does not depend on the individual 
product unit is design and which is little affect
ed bf the sequence of work is required. Job 
specialization, i.e., operation specialization 9 

provides a solution and means simply that a 
partic~lar man or crew always performs the same 
set of: operations with the same kind of equip= 
ment and techniques when and as that set of 
operations is requiredo The time required for 
the operations may vary among product units.11 the 
relation of the operations to others may be shift
ed, and the dimensions and placing of the materials 
on which the operations are performed may be dif= 
ferent for every unit of producto The division of 
labor by crafts or trades and its extension to sub= 
contract specialization by material or product 
component which prevails in the building industr·r 
has developed over time through application of the 
principle of operation specializationo 

16 



Subcontracting allows the principle to be applied 
more effectively since it reduces dependence on 
the continuity of ind1vidual builders' projectso 1 
(Quote within a quote) 

Pervasive operation specializatior. in the labor 
force available to the industry ,, o ,, not only 
makes adjustment to product variations easy, it 
also greatly facilitates changing the level and 
composition of output rapidlyo If the builder 
wishes to take on more work, he can expand his 
labor force with fair assurance that the new men 
already know their jobs, can be fitted into the 
organization without difficulty, and can function 
effectively with few instructions and minimum 
supervision,, o ,, Reduction of activity need not 
destroy the organization 1s future effectivenessol 
(Quote within a quote) . 

The craft union structure of the building trades 

17 

is a counterpart to the operation specialization 
system.. In this country as well as in many abroad, 
each group of specialists tended to form individual 
unions o. For many reasons O important among which is 
the continuation of specialization on the employer's 
side 0 the maintenance of separate labor organiza= 
tions has continuedo There is not 0 however, a one
to one relationship between specialization, crafts, 
and many employers deal with several different unionso 

1rhe craft trade unions in construction are among the 

strongest and oldest of any in all industryo Construction 

workers are highly unionized 9 especially in the larger 

citieso This tends to put the trade unions in a strong 

bargaining position in labor=management negotiating sessions o 

especially 1n·relation to "working rules"o 

lJack D~ Rogers, "Flexibility in the Housebuilding In
dustry: the San Francisco Bay Area Case'\ (PhoD .. dissertation, 
Massachusetts Institute of Technologyi 1953), PPo 522=230 
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With the increase in subcontracting in the recent pastj 

general construction contracting firms usually directly 

employ only those with the following trades or skillsi 

carpenters, masons, cement finishers 9 heavy equipment opera= 

tors, steel workers, truck drivers, and construction labor

ers. Many large building construction firms 9 however, 

employ only carpenters and laborerso In much highway con= 

struction work only equipment operators and laborers are 

on the payroll of the general contractor~ Thus, the total 

work force on a project is under the direct supervision of 

many different firms with many different management philo= 

soph:i.es. At the same time, a half dozen or more distinct 

trade unions may be representing the total work force on 

the same construction project o 

Many workers are employed by more than one contractor 

during a construction season.. Cement finishers:; for example 9 

whose skills are required on many projects for a very short 

time 9 may work for as many as a dozen contractors in a year .. 

.A smaller number of the workers are employed for extended 

periods of time by any one contractor 11 as contrasted with 

employment conditions in fixed location industries., Con

tractors have a few key men whom they might retain on the 

payroll for the entire year even if idle at times, but most 

workers are ;held only as long as their skills are needed 
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on t particul1,1r project·; In many cases, c1 large. c:on"'l-

struction project will be carried through to completion by 

a firm without one of possibly hundreds of prcduction work

ers having been previously employed by the company~ Due to 

the short construction season in the northern sections of 

the country, many workers do not experience a full year of 

employmento These factors, peculiar to the contracting 

industry, lead to different attitudes and behavior by the 

workmen toward the work situation whep: compared wtith1,·those 

exhibited in fixed~ mass .. producing indus,tries. 

Pension plans and health and welfare benefit plans, 

for the most part, are hand led by trade unions, with the 

contractors agreeing to contribute to these plans as a 

result of union-management bargaining agreementso The 

workers' rights in these pensions and benefit plans are not 

affected in transfering from one union to another o 

Job security is not the important factor of concern to 

the construction worker that it is to the factory workero 

He is accustomed to moving from job to job and from employ-

er to employer, and has growri to expect periods of unemploy-''·--

ment.. Occasionally, however, to extend his time on the 

project, he :may resort to work restriction practices that 

are costly to the contractor. 
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The worker, then, generally looks to the trade union 

that also handles his pension and welfare fund for assist

ance in seeking and maintaining employment, so it is natu

ral that his loyalty is of ten du.a 1. rt te,nds t«;) Je s eronger 

toward the craft than toward the contractor because of 

his casual relationship with his employer in most caseso 

Many times the obligation of the worker would appear to 

be to the job superintendent rather than to the firm it

selfc If the superintendent should change employers 3 

many of the workmen will follow him if given the opportu= 

nityo 

With so many changes in location and type of work, 

and in employers in the course of his experience, the 

construction worker has observed certain operations carri

ed out in diverse ways by many different contractors,, 

His reactions to changes in the work methods, by reason 

of his conditioning to change may differ to a great ex= 

tent from those of the worker in a factory job that are 

described in most of the literature on resistance to 

change" 
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METHODS OF DATA COLLECTION 

Construction workers, trade union officials, and mem-

bers of management and engineering staffs of construction 

contracting firms were surveyed} through questionnaires 

and interviews, to obtain their observations on the extent 

of resistance by workmen to changes in work methodso 

The observations and opinions of the same groups 

about various methods of handling changes in work methods 
! 

were also obtained·through questionnaires and interviews., 

An extensive literature survey was made~-, (1) to find 

any reported instances of resistance to change by produc-

tion workers in construction contracting firms and the 

effects of working rules in relation to changes in work 

methods, (2) to find relevant formal research reports by 

behavioral scientists and others on resistance to change$ 

and (3) to find the expressed views by competent observ-

ers on the subject of resistance to changeo 

The data obtained through the integrated approach of 

the questionnaire, the interview, and the literature sur= 

vey prov1ae 1 the basis for: 
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lo Finding the extent of resistance by workmen 

to changes in work methods. 

2. Identifying the contributing conditions that 

increase the likelihood that resistance to 

work method changes may occur~ 

3. Suggesting ways to reduce resistance to changes 

in work methods. 

Each of the procedures used is discussed in detail in 
I 

this chapter, following the next section concerning the 

geographical limitation to the data collectiono 

Geographical Limitation to Data Collection 

The data collected through the questionnaire and the 

interview methods were derived through contacts with work-

men 1 contracting firm managers and engineers 1 and trade 

union officials located in the cities of Apchorage and 

Fa irta nks, A la ska • 

It was necessary to confine the survey to these geo-

graphical areas for several reasonso Most construction 

trade unions have a regulation against direct use of their 

membership lists by non-members for mailings of any kind. 

Therefore, in order to obtain an adequate survey sample 

in a state such as Alaska, where almost all construction 

workers are union members, it was necessary to vis it the 



trade union halls at the meeting times to pass out 

questionnaires or leave a supply of them at the halls 

to be filled out as members appeared in person to pay 

their dues, etc. As the investigator resided in the 

state at the time of the survey and eould visit the 

trade union halls and discuss the questionnaire with 

the officials and the members, this procedure was 

followed .. 

Secondly, it was considered desirable to have the 

respondents to the questionnaires come from the same 

population as the interviewees .. Due to differences in 

union-management collective bargaining agreements in the 

various states, a better picture of the effect of written 

and "unwritten" working rules could be obtained by limit

ing the study to these cities~ 

With the high worker turnover rate attributable to 

23 

the nature of construction work along with the isolated 

geographic l.ocation of Alaska, the workmen surveyed gener= 

ally had been employed from time to time for many of the 

contracting firms also surveyed. This condition would not 

have occurre.a where a much larger population is more widely 

dispersed as in other states o There is a pool of workers 

in these survey areas from which all contractors meet 



their needs. This condition is desirable when comparisons 

are made among observations of the respondent groups .. 

Questionnaires 

The commonly used schedule of fixed-questions with 

fixed-alternative answers was employed., Check responses 

were used to secure categorized data and to facilitate the 

tabulation and summarization processo An opportunity, 

however, was afforded the respondents to write in any com-

ments at the end of the questionnaire form .. 

Two separate questionnaires were employed: one for 

the construction worker (Appendix A), and one for the con

tractor,1 (Appendix B). This division was made as certain 
I 

questions could be specifically posed to only one or the 

other group.. Identical questions were asked both groups 
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for the purpose of comparing the responses with one another., 

In addition, these responses to identiea 1 questions have 

been considered in total. 

No attempt was made to match or to associate any work= 

er respondent with a particular contracting firm also being 

1when the wo)'.'d "contractor" is used in reference to the ques= 
tionnaire, lit includes owners of the firms IJ executives, 
engineers, ~eneral superintendents, and job superintendentsb 

! 

I 
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surveyed. This would have required an entirely different 

method of study. It was felt that unless the survey of 

each group was made in an entirely independent manner, 

there would be reluctance on the part of both workers and 

management to fairly and honestly state their observations 

and opinions. In preliminary discussions of the approaches 

to the study method held with members of management and 

with workers, it was decided that greater cooperation would 

be obtained if indications were not given on the question

naires of the company affiliation of the worker or if the 

employer were not referring specifically to his presently 

employed workers when being surveyed. The respondents were 

asked not to sign their names or to give any identification 

:i.n order to encourage freer and franker responses. 

Self-addressed, stamped envelopes were furnished with 

each questionnaire for return to the investigator. 

The questi011naires were pre-tested ·with construction 

workmen and contracting firm managers and engi.neers. Many 

changes in the type, scope, and wording of the questions 

were made in developing the questionnaires until there 

seemed to be no misinterpretation of the meaning of the 

questions by those participating in the pre-testing. Ques

tion coverage was determined through pre-testing and in

terviews with people in the industry. 

A description and discussion of the details of each 

type of questionnaire follows. 
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Construction Worker Questionnaire: There was a total of 

thirty-nine questions posed; twenty-five in Part I and four= 

teen in Part II. 

The general objectives of Part I were to obtain the 

workman's observations about how changes in work methods are 

handled by the contractors, to get an indication of his feel

ings about changes in general, to obtain his observations 

about certain contractor management policies, ana to get an 

indication or measurement of the worker's resistance to 

change in work methods. 

In Part II, the questions were directed at acquiring 

opinions on .various fact ors that might influence the worker's 

willingness to accept change. 

The workmen contacted were all members of trade unions 

as in the geographical areas of the survey there are virtu= 

ally no non-union construction workers. They included car= 

penters 9 cement finishers, masons!) equipment operators!) con

struction laborers, and iron workerso This group includes 

most of the trades or skills employed by general contract

ing firms in the survey areas. 

As previously mentioned, due to restrictions against 

the direct use of union mailing lists for surveys like 

this, copies· of the questionnaire with the return envelope 

were left with the union "business agents at the union halls 
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for distribution, or they were given to individuals in 

the halls by the investigatoro Even though the sample 

obtained in this manner was not a purely random one, as 

might be obtained through the use of a random·number table 

and a mailing list of members, it was felt that since the 

men to whom the questionnaires were given were not speci= 

fically chosen to participate in the survey but were hand= 

ed a questionnaire form as they appeared in random fashion 

at the union halls, the sample was not biased o 

Some questionnaires were given to all workmen on two 

projects under construction and were collected by the in

vestigator after completiono 

Many of the questionnaires were complete~ by workmen 

in small groups at the union halls when the investigator 

was present and able to answer any queries they might have 

had about the exact meaning or intent of the questions., 

In many cases, these completed forms were mailed to the 

investigate~ in an addressed, stamped envelope given to 

the workmen to preserve anonymity. 

Contractor Questionnaire: There was a total of 

thirty=two questions posed; twenty=two in Part I and ten 

in Part IIo 

The general objectives of Part I were to get the ob

servations of the contracting firm 1 s management and 
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engineering personnel on the industry's handling of change 

in work methods, to obtain their observations about the 

extent of workers I resistance to change and other worker 

behavior, and to get an idea of their feelings toward 

workers o 

In Part II, the questions were aimed at acquiring 

management's opinions on various factors that might influ= 

ence the workmen's willingness to more readily accept 

change,, 

Questionnaires were mailed to general construction 

contracting firms listed in the telephone directories of 

the cities of Anchorage and Fairbanks. Not included were 

very sma 11 11 one man II firms and other-a engaged in minor 

maintenance and repair work that have few employees and 

cannot be truly classed as general contractors~ 

The firms chosen ranged in size from those completing 

a few hundred thousand dollars per year in volume of work 

locally to the world's largest contractors in terms of 

volume completed on a world-wide basiso 

Several weeks after mailing the questionnaire 9 a 

follow-up request for return of completed questionnaires 

was sent to all on the survey list 9 as there was no way of 
I 

determining ;which firms had returned their completed forms 

in the inter:
1

im (Appendix B) .. 
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·interviews 

People.from the following groups were interviewed by 

the investigator: (1) contracting firm management and 

engineering personnel, (2) construction·workmen, and (3) 

trade union officials. 

Unless it was completed and mailed previously, .: ,. 

er in this chapter was completed by the interviewee o 'rhe 

questions and answers were discussed as the form was marked, 

which enabled the investigator to form impressions from the 

responses as they were being made. Tne remainder of the 

time was spent in discussing, in an unstructured styl~, 

various factors of particular interest to the interviewee 

and the investigator in relation to resistance to change, 

working rules, and worker and management philosophieso 

No written notes were made during the discussions, but 

pertinent statements were recorded in note form by the in= 

vestiga'bcor-- immediately after the interview o 

The contracting firms from which interviewees were 

chosen were !Chiefly selected at random., but some were cho-

sen on the basis of' the knowp. exp,rience of their owners., 
. i' 

i 

managers., or: engineers and their known willingness to coop= 
i 

erate in a survey like thiso The construction workers for 



the most part were chosen at random from among those who 

entered the trade union halls at dues paying time and 
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from among men who were there checking on employment oppor

tunities. Representatives of major construction trade 

unions furnishing men to general contractors were contaotedo 

The names of a 11 those interviewed are c onfidentia 1 ~ " 

as promised, in an attempt to promote more frank and open 

discussion. The names of workmen for the most part were 

not known to the investigator. 

,,,... ri \ ····:r C' ·:_: Literature Survey 

The litera.ture survey c overe.d broadly: ( 1) reported 

research findings on resistance to change, (2) statements 

of opinion of competent observers in the behavioral sci

ences and management fields on resistance to change, (3) 

editorial opinion and relevant statements oh resistance to 

change from industry publications, and ( 4) the c,onstruct1on 

trade working rules as written into bargaining a~_~ements 

between management and lal:;lor, and literature on written 

and unwritten working ruleso 

The fo~lowing sources of informat'1on were searched 

in depth: 

lo Seh:olarly society bulletins and journals, and 

tex;t and reference books in the fields of 



psychology., anthropology., sociology., person

ne, administration., labor and industria 1 

J?elations., and management. 

2. Construction industry and labor union publi

cations and periodicals. 

3. Union-Management agreements and working rules. 
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METHODS OF DATA ANALYSIS 

The data for analysis were collected through fixed.:. 

alternative questionnaires, interviews, and a literature 

survey. 
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The data did not come from experiments or from measur

ments as are made in the physical sciences. Berelson and 

Steiner describe an experiment as ••• any investigation 

that includes two elements: manipulation or control of 

some variable by the investigator and systematic observa

tion or measurement of the result. In short, it means 

active intervention on the phenomena of interest to see 

what, if any effects are produced by the intervention 

( 11., p. 139) .. 

Measurements in the physical sciences usually means 

assigning numbers to observations and the analysis of 

data consists of manipulating or operating on these num

bers. Bsr measurement., the behavioral scientist means, 

something broader than the meaning to the laymano The be

havioral scientist considers that an attitude has been 

measured if i it can simply be distinguished as 11for'' or 

na:-gainst n, "more u or "leas". Finer quantitative 



distinctions of course, are also measurements, but so 

are dichotomies or classificatory categories in general 

(11, p. 139). When the term measurement is used in this 

study, it means a measurement of the 11 tendencyrr type as 

used by the behavioral scientist. 

Since these data are noq-quantified in the sense that 

the range of answer categories for each question is not on 
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a truly equal interval scale, a refined mathematical analy-

sis was not warranted. Rather, graphical displays in the 

form of frequency histograms were used which indicate, in 

sum, any one-way or diverse tendencies in the observations 

and opinions of the respondents. The attribution of con-

tinuity and equal interval scales in the relative frequency 

histograms shown isi a convenient fiction. The responses 

were considered to be on a "tendency" scale indicating 

a ire ct ions of opinions, etc .. , such as the 11 f or n or "against II 

type .. 

As it is impossible to demonstrate directly, in a non-

experimenta 1 and non-observationa 1 study such as this, that 

a given characteristic or occurrence (X) determines another 

characteristic or occurrence (Y) either by itself or in 

combination :with other characteristics or occurrences (A., 
I 

B., C, etc.),: the a na lys is was not carried out with the inten-

tion of aeve loping a generally applicable formula for 



handling change. 

The information obtained .from the various groups 

through 4uestionnaires, interviews, and the literature 

surv.ey was integrated, in most instances, to provide a 

composit~ picture. Its total interpretation was., in sum., 

subjective in nature for considerable weight was given to 

the impressions gained in the interviewso 

In the following subsection, the processing and 

computer analysis of the questionnaires are discussed. 

Computer Analysis-Questionnaire 

The questionnaires were designed so that summariza

tion and statistical analysis could be performed on the 

IBM 360/40 computer. 

The fixed-alternative answers were coded using a five 

point scale: Always =5, Often=-4., About 50-50 = 3., 

Seldom= 2, and Never =-1. The coded data from the 1 ; 

questionnaires were placed on computer cards for the 

analysis. 

The computer output provided the following: 

lo The actual number of respondents choosing each 

alternative answer to each question. 

2. The number failing to answer each question. 

3. The percentage of the respondents choosing 
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'\ . 
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each alternative answer to eaoh question. 
I 

4. The mean and standard dev1atien of' coded 

alternative answers to each question. 



CHAPTER III 

PRESENTATION, ANALYSIS AND DISCUSSION OF DATA 

In this chapter, the data collected through the 

questionnaires, interviews, and literature survey are 

presented, ana11zed, and discussed. 

PRESENTATION OF DATA 

The complete detailed dat.a collected through the 

ques. t:Lo:rma i..res are presented :Ln the Appendicies. Perti-

nent quanti.tat:Lve data dei:ived from the questionna:iJ:"·es are 

used in this chapter to facilitate analys:i.s and discus= 

sion of the survey results. Intervie,;;,,;, statements and 

cussions and analysis in this chapter 11i1he'.l::e ·relevant. 

A more detailed desc::ri.pt:lon of the survey data follo-ws 

:Ln three sub-sections. 

Q11es tio:nna trr.es 

The detailed quantitative data obtained thrm.igh 

the gu.estiormaires are shown in Appendicies A and B. 

The total nprnber of responses to each alternative of 

each question :ls shown as well as the percentage of 
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responses to each alternative. The means and standard 

deviations of the coded alternative answers to each 

question where meaningful are given in Appendicies A 

and B. 
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Of the 200 questionnaires given to construction work

ers, 110 were completed and returned. Of the 100 question

naires mailed or handed to contracting firm management and 

engineering personnel, 68 were completed and returned. 

These returns were considered adequate for the purpose of 

this study, wherein only broad tendencies or directions of 

diverse influencing factors are sought to assist the con

struction engineer or job superintendent to better identify 

and relate the conditions contributing to resistance to 

change. 

In each ques.tionnaire, the respondent was asked on 

the last sheet to make any comments on resistance to change 

or on changes. in work methods. Comments that would cast 

additional light on the observations and opinions of 

management or workers are included in the discussion and 

analysis in this chapter. Eight workers and twenty con= 

tractors made written comments whi.ch are listed in .Appen

dicies A and B respectively. 
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Interviews 

Th'e standard questionnaires completed by those inter

viewed ·were included ·with the mailed questionnaires for 

summation, as described previously. The open discussion 

statements of the interviewees are included ·with the dis

cuss ion of other survey data where pertinent. 

Twenty-four workmen and union· officials, and twenty

eight present or past cor1tracting firm management or 

engineering personnel were interviewed. 

Literature Survey 

Relevant published research findings i opinions of com

petent observers, and editorial opinion on :resistance to 

change and closely allied subjects are cited in the dis

cussions of.the survey. 
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ANALYSIS 1)ND DISCUSSION OF THE DATA 

Quantitative questionnaire data, summarized in the 

Appendicies, are :further analyzed and discussed in this 

chapter. Frequency histograms of the responses were used 

to facilitate analysis and discussion. Statements made by 

interviewees and optional written statements made on the· 

questionnaires are included in the analysis and discussion 

where pertinent. 
1 

The survey data are analyzed and discussed in three 

chapter sub-sections following: 

L Genera 1 Informati.on on Survey Respondents. 

2. Apparent Extent -0£ Resistance to Change. 

3. Possible Contribut:Lng Conditions that Increase 

the Likelihood of Resistance to Change. 

The analysis and discuss ion sub-sections 2 and 3 are 

further divided as described at the beginning of each. P1 

short summary of the analysis made. in these sub-sections 

included at the end of each. 

1rn this st~di, unless otherwise specified, the term 
"survt~y data 1 includes informat:Lon derived from question-· 
11a ires, interviews~ and relevant literature. 
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General Information on Survey Respondents 

Of the '68 contractors who completed the standard 

questionnaire form, 51 were engaged principally in building 

construction, 13 in highway copstruotion, and 4 in utility 

line construction. This fairly represents the distribution 

of contractor specialization in the geographical area stud-

ieda Many of those who indicated their principal type of 

activity as pighways also perform utility line work. 

A number of contractor respondents, 32, were owners·· of 

t;he firms. In many cases,· the owner serves as the chief 

operating officer, and frequently as engineer. Some of the 

firms surveyed were owned or managed by ·people with train-

ing in civil engineering. In addition to the 32 owners"' 11 

other executives, 15 engineers, 4 general superintendents, 

.and 6 job superintendents participated in the survey o 

The value of the construction work completed by these 

f'irms varied. from under a half a million dollars per year to 

over two-million, with about one-third of the firms falling 

in the latter category. 

Of the 110 workers who responded-, 84 were engaged in 
I 
i . 

building construction, 21 in highway work, and 5 in utility 
i 

line work. The experience · of these men varied from less 
' 



than five years to more than twenty, with the majority 

having fifteen or more years of experience. 

A complete detailed tabulation of this general informa= 

tion is included in Appendicies A and B. 

Apparent Extent of Resistance to Change 

The first aim of this study was to find the extent of 

resistance by workmen to changes in work methods, if anyo 

Subsidiary aims were to get an indication of inher~nt resist

ance to change and to determine if any resistance noted by 

the contractors was something they are concerned abouto 

Three questions were used to aid in measuring the ex

tent of resistance to change: 

1. Contractor Question 17: "Do construction 

workers resist changes made in the work methods?'' 

2 o Worker Question 11: '''From your experience, do 

workmen generally 'go along' willingly with 

changes in work methods? 11 

3., Wor.ker Question 25: 11 If changes in work methods 

would not help you in your work$ do you willingll, 

'go along' with the changes?" 

Responses to these questions are shown in Figures l 

and 2o 
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N = Number of Respondents 
M = Arthmetic rMean ALWAYS OFTEN ABOUT SELDOM NEVER 

50-50 

Figure 1. Observations on Worker Resistance to Change- Contractor. 
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W-25. If changes in work methods 
would not help you in your work, do 
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N; 110 M= 2.8. 
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Figure ,2. Observations on Willin·gness to Accept Work Method 
Changes - Worker · 
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Two reiated questions were also asked the workmen to 
i 

get an inditjation of any inherent tendency to resist change, 
i 

as this is related to their behavior in work method change 

situations: • 

1. Worker Question 5: uis doing your work in the 

same way every day more to your liking than 

changing it often?u 

2. Wo~ker Question 10: "Does it bother you when 

you must change the way you have been doing 

s oniething? 11 

The responses to these questions are shown in Figure 3o 

To ascertain whether any resistance by workmen to 

changes in work methods is considered by the contractors to 

be a problem of concern, Question C=5 was asked: ''Do con= 

tractors consider resistance by workmen to changes in work 

methods a factor to be concerned about?" Responses are 

shown in Figure 4o 

Respons:es to Contractor Question 17, Figure 1, on 

whether workmen resist changes in work methods, indicate 

that resista'nce is quite generally encountered o Only one 
; 

respondent stated that workmen never resist change in work 

methodso TJ1rteen out of 67, however, indicated that work-
; 

men always r 1esist.. Interviewee statements suggested about 
! 
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Figure 3. Observations on Workers Inherent Resistance to Cha,nge
Worker 
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C - 5. Do contractors consider re
sistance by workmen to changes 
in work methods a factor to be 
concerned with ? 
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Figure 4. Observations on Resistance as a Factor of Concern to 
Contractors - Contractor 



the same ove:r~ 11 tendency to res 1st., 1 o e o., resistance is 

exp.ibited more than half of the time o 

Tl'le resp--on-s-e to Worker Question 11., Figure 2., on 

whether workmen "gb along" willingly with changes in work 

methods., interpreted in term$ of resistance to change., 

indicates some resistance occurs., but not seemingly as 

strong as that obserl'ed by contractorso This response 
! 

/' 

may b<:l attributable in part to the natura 1 reluctance., even 
./ 

in ·tf'' confidential survey., of the worker to fully admit to 

the existenc~ of a condition that may be socially undesir-

able., either on his or his fellow worker's part ... In the 

worker interviews., however., it was admitted by some that 

many workmen do resist change quite often with varying 

degrees of intensity., with the resistance being greatest 

when local economic conditions are good and when employ-

ment is easily obtained .. 

Union representatives admitted that there was some 

resistance on the part of workmen at times., qualifying 
! 

their statements., however, to the effect that the resist= 

ance was due to the mis-handling of the introduction of 

' change by the contractors in many cases., or to the poor 
i 
I 

quality of changes introduced o One union representative 
! 

was highly critical of the resistance of some contractors 
i 
i 



:i.n not using the latest "superior vi methods of performing 

certain ope~ations. 

Res pons es to Work:er Ques. tion 25, Figure 2, wherein 

they were asked to state '1:qhether they ·would "go along" 

)~ if the change in ·work methods would not help 

them in their own work., show that they filllingly "go 

a long vi with changes about half the time or less if the 

changes do not help them personally in their work. Some 

workers said that unless they perceived that a change 

1,,,Jould make the task less burdensome 1 or ·would result in 

safer working conditions, they would not willingly "go 

l II • -1 • a_.ong vnt1. ::I.to Unless helped personally by a change~ 

they ,;,;;ere apathetic toward it on the one hand to outright 

refusal to accept it on the other hand, if the change was 

perceived as being more demanding of them both physically 

and/ or mentally o 

Question 11J"e-,5, Figure 3, sho·w that 1,vorkers tend, for the 

most part, to prefer doing their work in the same "way 
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every day rather than changing it often. Answers given to 

Question itl-10, Figure 3, also shm,; that work:e:rs are 

bothered at .least part of the time when they must change 

the way the:;l have been doing something. 

Furthe:1:; discussion on this inherent tendency appears 

later in this chapter under the category o:f persona 1 or 
'· 



psychological reasons :for resi.stance to change. 

P~.§>j .• §..tan,9.£ - a,oblgJQ .Qi Jl.9..U£.~X!~ It. is apparent 

from the responses to Question C-5 that. the majo:ri.t.y of 

contractors.queried considered resistance to changes in 

·work methods a problem to be concerned about,, as was re= 

ported in the Associated Genera 1 Contractors of America 

survey cited in the introductory chapter of this study. 

S orne contra ct ors "Who ·were interviewed stated that 

they were seldom personally conce.rned about resistance~ 

not because in many cases it w.srn not costly to them in 

monetary terms: 21 but because they felt that they could do 

very little to overcome it and j therefore 9 showed little 

concern about it. 

Summarv = Extent of Res is ta nee~ Analysis of tb.e orifl',ll'IJlff;;~~--:;l.... ..,..,_ .. ,,,,,-.- 'l!Ull'.l;;la,- .-;i,1-1"--~-- -
Sl1rvey data . indi.ca tes tha. t there is quite often some 

res tance to change in work methods by the construction 

workers considered those employed 

in the cons t:ruct:ion c.ont:ra.cti.ng industry in the cities 

o.f Anchorage and Fa:i .. rbanks ~ .. £\laska. 

The survey results would tend to subst:i::mt tc-:! the 

statements of some competent observers that there is an 

inherent tendency on the part of some people to resi.st 

change" 
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The dat:a analysis further indicates that most of the--

i Alaska contractors surveyed considered reai.stance ~o ~hange 

in work methods a problE;3m .of concern to them. 

Possible Contributing Conditions that Increase 
the Likelihood of Resistance to Change 

To delirieate the possible contributing conditions and 

to simplify and facilitate the analysis and discussion of 

the survey data, most of the questions posed in the ques-

tionnaires were grouped into three broad, basic categories, 

corresponding to the classification used by some psycholo-

gists and competent observers in the fields of human rela-

tions and management to describe man's wants, ioeo, economic., 

personal or psychological, and socialo The possible emotion-

al reasons for resistance to change in work methods on the 

part of con~truction workmen were categorized in the same 

way, even though there is some obvious over-lapping among 

these groupings (2, Po 395), (12, Po 307), (13, Po 306)0 

Economic reasons for resistance arise from the percep= 

tions of the worker as to the short and long term effects of 

a change on his job security. Personal or psychological 

reasons for resistance arise from the perceptions of the 
! 

! 

worker of th~ effect of change on his personal life; his job 

is an integr~l part of his life, involving his basic needs 
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for self-respect and recognition and how he feels about 

ana relates 1 to his Job. Social reasons for resistance arise 

from the perceptions of the worker of the effects a change 

will have on his established personal relationships on the 

Job with his fellow workers and with his supervisors or 

managers. 

Two other categories of contributing conditions were 

also used in the analysis and discussion: (1) the effect 

of construction trade working rules on the willingness of 

contractors to introduce changes in methods and on the 

resistance by workers to change and, (2) the feelings of 

the workmen toward the contractor methods of handling 

change and their resistance to ito 

This chapter section on Contributing Conditions is 

divided into.the following five sub=sections for ease of 

discussion and analysis of survey data: 

lo Economic Reasons for Resistance to Change. 

2o Personal or Psychological Reasons for Resistance 

to yhange. 

3o Social Reasons for Resistance to Change. 

4. Con~truction Trades Working Rules as Reasons for 
! • 

Resistance to Change~ 

5. Contractor Methods of Handling Change as Reason 

for Resistance to Change. 



E~onomic Reasons for Resistance to Change 
I! 

Some r~asons of an economic nature that might affect 

the workman's resistance to changes in work methods, con-

sidered in framing the survey questions~ are that he~ 

lo Fears present trade skills will be in less 

demand in the future due to changeso 

2. Does not penefit from perceived cast savings 

realized by the contractor through changeso 

3o Does not recognize possible long term economic 

benefits of changeso 

4o Does not fear termination of employment for not 

accepting changeso 

50 

These conditions ar~ analyzed and discussed in the four 
I ' 

sub-sections:followingo 

Efil:§. -~~nip.,g .iQ .E_qt~, D~~nd .f~E!: ~ !!:~ 

,§1£ill§_g To determine the concern of the worker about the 

future demand for his skills due to change in work methods» 

Question W-7 1was asked: "Are workmen worried about their 

present skills being in less demand in the future as a re= 

sult of changes in work methods? 11 

The 110 responses to Question W-7, in terms of percen-
1 

tages rounded! to whole numbers, were: Always 3%; Often 18%; 

About 50-50 24%; Seldom 43%; Never 12%0 The mean was 206. 
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The qu~stionnaire response data show that they are 

seldom worr:J_ed about this possible threat. The feeling 
i 

was expressed by some inte'rviewees that with the rela-

tively slow progress in the introduction of new materials, 

equipment, and work methods, workers could readily acquire 

any new skills necessitated by innovation, thus offsetting 

any loss in demand for their present skills. They believ-

ed that this has been generally true in the past in the 

general construction contracting industry. It seemed 

inconceivable to most that their skills could be entirely 

eroded in their life-times, or that their compensation would 

be relatively:;J.ess due to a decreased demat1-d for their 
'I .. · 

skillso Several workers commented that they looked forward 

to new and possibly better ways of doing things. With the 

protection of their trade unions in regulatfng entry to 

membership, they felt they could easily adapt in time to 

any new job or skill requirementso Others, however, did 

show concern: for the future demand for their skills .. 

The Eng1neering ~-Record of March 14, 1968, in 

reviewing a study just released by the Battelle' Memorial 

Institute eni:;:i.tled "The State of the Art of Prefabrication 

in the Construction Industry", stated that: 



• . • 1n respect to ,i:iny radica 1 change in pre
fabrication there would be certain restraints, 
on1; of, which would be : •• [thafJ historically, 
unions: have been skeptical of changes that re
duce manpower or eliminate skill requirements. 
President C. J. Haggerty of the Building and 
Construction Trades Department of the AFL-CIO 
said, ••• the history of the industry is that 
a decline in union membership ~ue to realloca
tion of work in prefabrication7 can be stemmed 
by organizing elsewhere. We have time to make 
adjustments (14, p. 19). 

The survey data would indicate that worry about a 

lessening in demand for their skills in the future is, on 

the part of some workmen, a condition contributing to the 

likelihood that resistance to change in work methods may 

occur. 

As stated in Chapter I, "automation" or major tech-

nological change is not considered in this study. 
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1}...Q£[ ~ .Ben .. efi;I; ft.g],J Cost Savings: To determine the 

genera 1 i.ndus try practice with regard to the sharing of 

cost savings that. may res.ult from changes in work methods lJ 

each group was asked the same question: 1~o contractbrs 

s.hare with the workmen any of the cost savings that result 

from changes in the work methods? 11 (W-15, C-7). 
! 

' 

To eliqit the opinions of both groups as to whether 

the prospect of a bonus would make the worker more willing 

to accept cb,ange, each group was asked the same question: 
i 
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"If workmen! know that they will get a bonus when cost 

reducing ch~nges are made, are they more willing to accept 

a change?" (W-29, C-26). 

The responses to these two pairs of questions are 

shown in Figure 5. 

It is very apparent from the answers to the first pair 

of questions that there is very little sharing of cost 

savings. Responses to the latter pair of opinion questions, 

W-29 and c-~6, indicate strongly that both groups feel that 

the knowledge that a bonus might be received if the change 

results in cost savings will lead to the more willing 

acceptance o,f change on the part of workmeno 

Interviews with workers revealed that some thought 

contractors ~alized considerable reductions in their costs 

through work chapges, with very little direct credit or 

recompense to the worker. 

Several: contractors stated that in many instances the 

cost saving ~ade through a change was already allowed for in 

setting prices in competitive bidding JI so there was no 

genuine saving to share directly with the workers o 

! 
I 
; 

Under Q~ion-management bargaining agreements, such 

savings cannot be passed on as incentive, task, or piece 
i 
I 

work payments. Any changes in payments to ·workers must be 
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negotiated in bargaining sessions among contractors and the 

workers' respective unions which might be involved 0 The 

building trade unions have been historically opposed to 

any type of compensation to the worker based on units of 

output, such as task or piece work§ 

From worker interviews, it seemed apparent that there 

was little recognition that the general wage increases re-

ceived almost yearly through formal bargaining were made 

possible partly through gains in productivity resulting in 

some measure from changes in work methods, or that the 

contractor must depend upon innovation in work methods to 

' 

keep abreast or ahead of his competitors., The same work= 

men, however, did acknowledge that it would be very diffi= 

cult to fairly define, measure, and divide the savings made 

on each change, especially with minor oneso 

A discussion of .the merits and demerits of incentive 

payments, task work, piece work, and profi.t sharing plans 

are beyond the scope of this studyo 

As a result of the analysis of the questionnaire data, 

the evaluation of the interviews, and a review of union-

management agteetrients in regard to worker compensation, it 
i 

would appear yhat direct monetary payments to workers as a 

result of cost savings from specific changes made in work 
i 
I 

methods are not feasible due to union-management agreements 
! 
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and to the complexity of computing the savings., even though 

such payments might serve as immediate inducement to fuller 

cooper~tion in a change~ 

Survey data analysis indicates that if the worker 

thinks that he most likely will not benefit from the cost 

savings resulting from a change., it becomes a contributing 

condition that increases the likelihood of resistanceo 

Dge~- NQt Recognize Long ~ Economic Benefits .Qf., 

QJ;:l§nge: It has been reported in the popular press that if 

workers would only recognize the long term benefits of 

change, they would resist it to a lesser extent or not at 

allo To determine whether contractors ever tell the work= 

ers that even though some might lose their jobs now as a 

result of a change in work methods, but in the long run 

everyone would profit by it, both groups were asked the 

same question~ nDo contractors tell workmen that even 

though a few might lose their jobs as a result of changes 

in work methods everyone would be better off in the long 

run?" (W=l8, C=l2) 

To eliqit the opinions of both groups on how effec= 

tive such statements. of reassurance about future prospects 

in increasing the workers' willingness to. ch~nge p the 

following question was asked each group~. "If workmen are 

), 
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told that e~en though a few will lose their jobs now, 

but in the long run everyone will be better off, are they 

more willing to accept a change?'' (W-32, C-29)., 

Figure 6 shows the observations and opinions on this 

topic.. Responses of both groups to identica 1 Questions W-18 

and C-12 point out that contractors seldom tell the workers 

that everyone will be better off in the long run due to 

changes .. It might be said also, from the answers to the 

identical Questions W-32 and C=29, that telling the work= 

men that even though a few will lose their jobs now, but 

that in the long run everyone will be better off seldom 
I 

causes the worker to become more willing to accept a change .. 

Dallas M,, Young (Cl5, p., 239) commenti:> ~ · 

Economists will tell you that in the long run 
technological changes lead to a higher standard of 
living for our propleo They say that restrictive 
practices mean higher costs to the American 
consumer9 But the laborer or supervisor or vice= 
president who expends his energy for income is 
quick tb reply that he and his family must live 
from day to day! The :results 'in the long run 1 

may be fine-if you live that long~ If you have a 
choice between resisting changes, preserving 
1ncome 9 and keeping out of debt and being unem= 
ployed JJ. without income, and with growing debts» 
you will probably select the formero 

The interviews brought out the relevancy of the Young 

quotationo Most workers with whom this was discussed said 

that they woµld 0 in fact 0 react in a negative or resistive 
' 

manner if this statement were made to them with regard to 
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the prospects of everyone being better off in the long runo 

The implication that they did not understand or appreciate 

the long term benefits of many changes was resented. 

It would appear that even if the worker does recognize 

the long term benefits of changes, he is generally not 

likely to be. more willing to accept the change if it is 

considered as detrimental in his present economic situation. 

Any attempt to encourage more willing acceptance of change 

by the contractor ~dvising the worker of its long term 

economic benefits., will usually be non-productiveoand may 

have a negative effect. 

Survey data analysis would indicate that the failure 

to recognize the' long term economic benefits of a change 

is a contributing condition that increases the likelihood of 

resistance .. 

Does Not Fear nTermination" for Not Accepting Changei 
~ __...,_ ........,....._ _...,_) ~ ,m _,IQl! .. r,r i i'"IT ~-

To determin~ whether the industry uses an implied threat of 

nterminationwi for not accepting a change, similar questions 

were used for each group. The worker was asked in Question 

W=21., 11Do cqntractors threaten workmen with '1terminationiu 

for not acc~pting changes in work methods?'' The contractor 

was asked +ri Question C-15, "Do contractors hold an implied 



threat ,of "termination" over the heads of workmen for not 

accepting a change?" 

To get opinions on the effectiveness of an implied 

termination ·threat on the willingness of the worker to ac-

cept change., both groups were asked the identical questioni 

tttf workmen know that they might be "terminated" if' they ,, 

don't accept a change, are they more willing to accept a 

change? 11 (W-36., C-31) .. 

Figure 7 shows the responses to these questiono 

The respons·es to the two similar Questions W=21 and 

C-15 differ in that the worker generally fee.ls contractors 

use the threat more than half the· time., while the contrac-

tors replie~ are mixed in stating that they use an implied 

threat of t~rmination less than half the timeo 

Responses to the identical Questions W-36 and 0-31 

indicate that both groups feel that the implied threat of 

"termination 11 for not· going along generally makes the work= 

er more wilting to accept a change o 

Interviews revealed that the workers in the geographi-

cal areas of t~e study are very much concerned about being 

laid off to~ard the end of the construction season in the 
! 

early fall,!when the chances of obtaining steady or even 
I 

partial winter time employment are slighta When many 
! 
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overtime w~rk hours occur on a project, which is typical "in 

the survey !areas, being "terminated" earlier than antici

pated due t;o resistance to change can·mean a substantial 

loss in income to the worker, for he may be unable to 

obtain another job with overtime hours or possibly any job. 

When times are good and jobs plentiful~ however, the worker 

can be more independent, and the threat of termination is 

less effective as a deterrent to resistance. 

Jones .(6, p. 53) states that: 

It would be wrong to say that enforcement by the 
threat of dismissal should not be an essential 
part of the implementation of new methods. It 
should be. However, new methods should be 
introduced and enforced in a manner and situation 
conducive to their acceptance. 

It was stated in several interviews that the implied 

threat of termination or firing has a positive effect on 
' 

the willingriess of the worker to accept change only when 

prospects of getting another job are slight. This occurs, 

of coursej in times of unfavorable general economic condi-

tions and in any geographical area when there is high 

unemployment such as in Alaska among construction workers 
' i 

in the cold: seasons. 

Accord!ing to Judson ( 16 ~ p. 70) ~ 

• • • 'fhe effectiveness of authority as a means 
of control depends in large part on the ability 
to enforce it. Punishment is the means of en
forcem~nto In busi.ness ~ the form of' punishment 
can range between two extremes: compulsory 
termin~tion of employment, and limiting the op
portunti.ties for advan-:ement, However, in an 
econom!Y where there is almost full employment, 
uthe sack' is no longer the threat i.t once was. 

Al.so, the use or threat of punishment can result 



in counter-measures. Employees are often well 
protected by the power of their union. They 
can a, Jso act directly by limiting thei.r per
formance or by refusing to accept res pons ibili
ty. Thus, employees today are far less depen
dent on their management than they were fifty 
years ago. This fact tends to place a consid
erable limitation on the usefulness of authority 
as a contemporary method of social control. 
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For the geographica 1 area of the study, analysis of 

survey data indicates that, at times J not fearing 11termi"" 

nation" for not accepting change is a contributing condi

tion that increases the likelohood of resistance. 



Per .. s e_na,1 .2E. f'.S ycho logic~. Reas on~ 
.t.Q.!: Res.~s .. ta n~ .t.!2 Change 

Some of the persona 1 or psycho logica 1 re.as ons that 

might affect the workman 1s r'esistance to changes in work 

methods:. considered in framing the survey questions, are 

that he~ 

1. Dislikes change inherently. 

2. Fears skills not appreciated by the contractors. 

3. Fears the unknown-reasons not given for changes. 

4. Does not understand need for changes. 

5. Fears changes irrevocable. 

6. Feels contractors not sincere in requesting 

opinions. 
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7. Fears outcome of char1ges based cm prior experience. 

8. Dislikes learning new skills. 

These conditions are analyzed and discussed in the 

eight sub-sections followi.ng . 

. P,,is lil~.P. ~'fl.Bi~ ~: To determine whether the 

worker showed an i·nherent dis like of change~ two questions 

were asked: 11I.s doing your work :tn the same way every day 

more to your liking than chan.gi.ng it often? 11 (W-5), and 

"Does it bother you whe11 you must change the way you have 

been doing something?" (W-lO)o 
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The responses to these two questions are shown in 
' 

Figure 3 at.the beginning of this chapter where this infer-

mation was ~sed in connection with the "Apparent Extent of 

Resistance to Change", but the responses were not discussed 

at that point in terms of the persona 1 or psychological 

reasons for resistance. Response~ indicate that workers do 

generally like to do things the way they have been, rather 

than changing often, and that they are generally bothered 

when they m~st change the way they h~ve been doing something.., 

In worker interviews, it was stressed that it seemed 

natural to resist a change in work methods unless it is 

very apparent that 1t would result in some gain for the 

worker. This pointed out the difficulties for the contrac-

tor arising from changes that are made just for the "sake 

of changing." It was emphasized that if the worker had 

an understanding of a need for a change and how it would 

' affect him and the company., he would be more willing to go 

along with it. Habits and patterns of work acquired over 

a long period of time are not easily changed without ~ood 

reason., as such alterations in most case~ require consider-
I 

able mental !effort and attention by the worker., so \U1less he 

i understands 1the reasons and need for them he will resist. 
I 

Judson [(16, pp. 19-21) says that there is a rather 
I 
! 

vague., predisposed feeling about changes of any kind which 



is deeply ingrained in our minds and about which we are 

likely unaw~re. It dates back, he says, to childhood 
! 

when many changes forced upon the child must have evoked 

unpleasant ~nd distasteful fee lings. He also points out 

that profound changes are made up to maturity, in most 

instances imposed on us without the benefit of discussion 

or consultation, and therefore without our understanding. 

The natu.ra 1 reaction of any child to significant changes 
' 

of childhood is to resist them. He writes that we tend 

to develop in our earliest years some suspicion and 

distrust of changes. How a child is reared will affect 

his view on:changes from objectivity on the one hand to 

suspicion arid fear on the other. He says that it is a 

rare person:who can undergo changes. with comfort and 

confi.dence. · 

Davis states (2, p. 393):. 

As a result of homeostasis 51 social. systems tend 
to resist change. Furthermore, individuals in 
the. soci.al system tend to resist many types of 
change•because new habit patterns or sacrifices 
are required. This leads to the genera 1 pro
pos iti~:m that people and their soci.al systems 
will often resist change i11 organizations. 

Selekman (17, p. 108) writes that the best conceived 

program may run into resistance in sh.op and office. He 
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feels that ~ince such resistance is virtually a uni versa 1 hu-
, 

man phenorne1;1on, it points out the need for greater emphasis 



on research:in the social sciences that will help us 

understand ~nd deal with this phenomenono 

It appears from analysis of the survey data that 

generally workers dislike change inherentlyo This is a 

contributing condition that increases the ltkelihood of 

resistance o 
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.!~.~.§..kills~· _AJ2Pr.~2J.tleq ~ To determine the obser-

vations of the workers of the contractor's appreciation of 

his skills, Que-Btion W-6 was asked: nDo you feel that the 

skills required to do your w'Q~k .are fully appreciated by 

the contractor?'' 

To find what effect knowing that. supervisors.have 

a high regard for the skills on the willingness of the work= 

er to accept a change, Question W-39 was asked: 81 If workmen 

know that supervisors have a high regard for the skills 

required in their work., are they more willing to accept .a 

change? 11 

Allied questions were also askedo Worker Question 22, 

11Do contractor1;3 use the workmen's skills to the best aovan= 

tage?", and 1contractor Question 18, "Do contractors feel 
I 

that they are using the skills of the workmen to the best 

advantage, donsidering limitations in negotiated agreements?vi 
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.. 
were used t~ determine the degree to which each group 

thought the; worker's skill was being emplc,,yed o 

Figure: ~ shows the responses to the four questions.o 
' .' 

Answers to Question w-6, showing the workers' percep~ 

tion of the appreciation of their skill by the contractors 

indicate that they feel their skills are appreciated more 

than 50 per cent of the timeo Replies to Question W-39 

show that; the workers were muchmore ·willing.J;o __ a_ccept,, 

a change if they felt that their skills were appreciated by 

the contractoro 

Intervlews with craftsmen revealed that the skill 

which they strived to acquire was valued very highly by 

them, and their feeling about it was an important factor in 

their attitudes toward their jobs and toward changes in 

work methodso Failure of the contractor to recognize this 

prize.a skill was conducive to resistance to changeo Several 

stated that they considered they had a better grasp of the 

intricacies· of the work than most of their superiors who 

might originate changes o Therefore, they tended to resist 

if· their skills were not recognized and respected as 

evi9enced br the originators neglect in asking for their 
I 

comments wh~n a change was contemplatedo 
I 

! 
i 

Maslow: (18) and others,. in 'Considering man's needs, 

have discussed them in terms of a hierarchy of three major 
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I 

types: phy~iological, social, and egoistic. The latter are 
'i 

needs an individual has for a high evaluation of himself and 

include such ones as achievement., independence, se lf-respect9 

respect of others., status, recognition., and self fulfill-

ment. Sutermeister (19) states that to maintain a high 

estimate of ourselves., most of us never stop needing reas-

surance that we are held in esteem by otherso Thus, our 

egoistic needs must be continually satisfiedo To him, the 

continuing satisfaction of egoistic needs would seem to 

offer the best opportunity to motivate employees to im= 

proved performanceo 

No specific questions were included in the contra:ctor 

questionnaire on the subject of appreciation of workers 

skills, since pretesting showed meaningful answers were not 

being obtained o 

The responses to. the other questions, W-22 and C=l8 9 

indicate that the skills of the workers are being used to 

the best .advantage most of the time., Several workers who 

were interviewed revealed that their skills could be em-

ployed to still greater advantage 9 if they were ~iven more 

voice in th$ planning of work and in making changes in 
. I 

work methods o 
I 

i 
It a·ppears from the survey data analysis that if work= 

ers feel th~t their skills are not appreciated 9 they are 
' 



i 
less recepti"Vl' ·t·o-·-chclnge1S ·in tr,1ork me·ttiods. 'I'hi-s then is a 

contributin~ condition that increases the likelihood of 

resistance .. ! 

,.i_'ears the Unknown--Reast>fis for Change Not Given: To 

determine the observations of b6th groups on whether con-

71 

tractors giv-e w.orkmen the reasons for changes, the same ques-

tion was 'asked each group: 0Do contractors give workmen the 

reasons for making work methods changes?n (W-13, C"'!'7). 

To get .the opinions of both groups on the effect of 

disclosing the reasons for change on the willingness of the 

worker to accept it, the same question was asked each group: 

"If workmen are given reasons for changes in work methods, 

are they more Willing to accept a chang,e?" (W-27, C-24)0 

Figure 9 shows the respon~es to these four questionso 

The responses to identical Questions W-13 and C-7 are 

not in close agreement~ They would indicate the contract-

ors give the' reasons for changes more than half the time, 

and that workers receive this information less than half 

the time .. It would appear that contractors may be giving 

the ~easons ,but this advice is not always filtering down 

to all of the workers. 
i 

. i 

Answer~ to identic~l Question W-27 and C-7, show· 

that giving] the reasons for changes strongly E.lffects the 
' 

willingness: of the worker _ to accept them. 
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Worker i interv:tews revealed that many times they were 

fearful of the outcome of a change in terms of their 

employment on a particular project due to a change 

being introquced without explanation. Some wondered 

if their skills were being questioned, or whether their 

supervisors we.re unhappy with their productivity o Most 

workers, they felt., have an interest in their jobs and 

in the way operations are carried out, and they can 

become very upset and resistant to change if they do not 

know what is in store for them due to ehangeso In addi-

tion, they are adversely affected by the perceived lack 

of respect on the part of their superiors in not giving 

the reasons; for making changes in the work methods 

-with whieh they are so vitally concerned as part of 

their daily:work lives. Their status as skilled crafts-

men or oper~tors is felt to b.e downgraded as ,a re-sult of 

such management behavioro 

The literature makes many references to the fear 

of the unknown where a new way is always strange, 

threateningr and laden with uncertainties, even if it 
! 

is an improv-ement over the old o Lack of factual informa-
I 

i 
tion is one\reason for this fear, as our present circum

i 
! 

stances are i known and the new ones are unknowno There is 
I 
I 
!-

7.3 



another,kind'of uncertainty.that cannot be dissipated·by 

provid.irig 'inf.<;mmation~ . This is. the· anxiety that springs 

from the fear of the individual about how he himself will 

re•~t to:the .new situation (13, p. 288). 
I 

Tannenbaum (20, p. 212) states that for people to acc.e,pt 

new ideas or methods, severa 1 different things ~1ave to occur, , 

One is that it is important that people understand the reason 

for a change. They have to get some insight into why a 

change is going to be made. Understanding the need for a 

change is important if people are not to set up barriers. 

' According to Zander (21), resistance can be expected if 

the nature of the change is not made clear to those who 

are going to be influenced by the change. 

The data analysis indicates that workers do fear the 

unknown. Not being given the reasons far making a change 

is a contributing condition increasing. the likelihood of 

resistance.: 

observations of each group as to whether contractors try 

to help workmen understand the need for a proposed change:; 

each group Jas asked the identical questione: "Do contract-
I 

ors try to ~elp workmen understand the need for a proposed 
I 

change in wc;,rk methods?u (W-16, C-10)., 



75 

To get the opinions of each group on the possible 

effect on t(he workman I s willingness to accept change by 

havi.ng them' understand the need for the change, the same 

question was asked each group: "If workmen understand the 

need for the change in work methods)) are they more willing 

·t·o 8CCe t rl e ha ger; II . · p -~- c n_ , (W-30, C-27)0 

Responses to these four questions are shown in 

Figure lOo 

The answers to identical Questions W-16 and C-10 1 

when taken in Sllm 9 indicate that contractors try to help 

wo:ckmen u.nderstand the need for a proposed change only 

about ha of the time or lesso 

The replies to identical Questions W-30 and C-27 

revea 1 that both g:rou,ps concur tha.t having the wcirker 

tmders tand the need for change is often to always 

des ira.ble o 

This c6ndition of understanding the need and its 

:response analysis are similar. to the previous case of 

giv:i..ng the ~easons for a change to the workers. 

Worker' i.nterv:iew::i revealed that many t:i:rnes 'When 

making a change Ivas not appa:eent or lained to 

thems they ·re:s:tsted~ sinc(i:i it rnay have meant changing their 

'Work habi.ts : or proce.dures for no good reason o This action 
i -
i 

again was perceived to indicate a lack of respect by man·~· 
I 

agement foritheir trade ski 
i 

/ 
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operations.. The need to reduce costs., generally thought by 

workers to he the reason for ma king most changes, is not 
! . 

obvious to them in many cases.,··creating new doubts. If the 

change were. being made because of contract provisions, 

safety .codes, or liability insurance company recommend&-

tions,. this has not always been made known to the worker., 
! 

so he tends: to resist because of lack of knowledge of the 

needo 

Most contractors interviewed did make an effort to 

advise work~rs of the need for a change, but they realized 
i 

that this communication does not always reach all of those 

concerned .. 

Krick {22, PPo 510-513)., in discussing resistance to 

change., list;s as one of the common causes the failure on 

the part of the proposee to see the need for a proposed 

change o He, suggests as a method of minimizing res is ta nee 

a convincin~ explanation of the need for a change.. Dennis 

(23) feels that to gain support, those involved in a change 

must understand what is wanted an~ whyo 
' 
I 

Sarta16 and Baker (24, p .. 229) state that change may be 
I 
I 

' 
.more aecept;ble to employees who clearly understand the 

I 
I 

nature or the change and the reasons for ito 
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From the survey data, it would appear that not under= 

standing the need for a change is a contributing condition 

increasing the likelihood of resistance to it. 

Fea.r. Q..~~ l.!'revocable: To obtain the observations 

of both groups on the practice of making ,changes on a tria 1 

basis, similar questions were asked eacho The worker was 

asked in Question W-14, ''Do contractors change work methods 

on a trial basis with the understanding that they may go back 

to the old methods? 0 The contractor was asked in Question 

C=8, 0'Do contractors change methods on a trial basis with 

workmen u.nderstanding that the changes are not irrevocable? 10 

To get the opinions of both groups on the~~ffect of 

making changes on a trial basis with the understanding that 

they are revocable, each group was asked the identical 

question: 11 If workmen know that the change is being made on 

a trial basis only, are they more willing to accept a 

change?n (W-28, C-25). 

Figure 11 shows the responses to these four questions. 

Answers to the two similar questions, (W-14, C-8), 

indicate that the workers have observed that contractors 

seldom, if ever, make changes on a tri~ l basis.. Contractor 

observation~, however, indicate that changes are made on a 

trial basis more often than not. The difference between the 
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observations of the two groups may be attributable to workmen 

not being :Cully informed of the intent of the contractor 

when a change is introduced. 

Replies to identical questions W-28 and C•25 indicate 

that if the workmen know that a change is made on .a trial 

basis., they are generally more willing to acc.e.pt a changeo 

Interviews revealed that in many instances the workmen 

perceived the proposed change in work methods wou1d be 

impracti<la l and ineff'ic ient .11 so they· showed a. tendency to 

resist to a greater extent at the outset than if they knew 

they were not permanently "stuck withirn the c,hange., They 

felt that most people are often willing to 'iJ;o along'1 with 

or "give a tryi' to something new in methods, pro~ided 

the:lr commitment is revocable; otherwise~ they may resist 

change o 

Contractors interviewed stressed that a chang;:e made on 

an experimental basis to test its feasibility cann,ot be 

economically carried out in case,s involving purcha.ses of new 

tools or equipment jl or reorganization of a fie..ld plant lay= 

out Q With minor changes, however., the trial basis .scheme 

was thought to be effective in convincing soma w.or~ers to 

' 

cooperate ~t the outseto 

Judso~ (16, Po 33) says that there ~ill be problems if 

a change is presented as irreversible and irrevocable iJ for 
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should those affected believe that they are peing made to 

travel down a one-way road and to cross a bridge that will 

then be burned behind them, their suspicions and fears aboU,t. 

the change will inevitably rise o 

Survey data analysis indicates that making changes in 

the knowledge that they are irrevocable is a contributing 

condition le~~ing to the likelihood of resistanceo 

To obtain worker observations on the sincerity of contrac= 

tors in asking for their opinions about proposed changes, 

Question W-20 was asked: "Do workmen feel contrators are 

sincere when they ask for opinions about proposed changes 

in work methods .. ?" 

The effect of worker feelings about the sincerity of 

the contractors on their willingness to accept change was 

sought through Question W=34: "If workmen feel that con= 

tractors sincerely want their opinions about proposed work 

changes, are they more willing to accept a change?" 

Figure 12 shows the responses to these two questions .. 

The responses to Question W-20 show that workers felt 

that contractors were· sincere slightly more than half of 

the time wtjen they asked for opinions about proposed 
I 
i 

work chang~s .. 
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Responses to Question W-34 point out that if workers 

feel that ~he contractor is sincere in askinf5 for their 

opinions, they are often more willing to accept a change o 

8.3 

Interviews with workers revealed that the practice of 

some in management of leading a worker to believe that his 

opinion is valued when in fact other actions of ma.nagement 

indicate a lack of genuine sincerity results in st.rong 

resistance due to the feeling of being "conne.dfi b¥ manage

ment o Several workers felt that many titnes the "boss" had 

already made up his mind about a change before. asking their 

opinions. This action was resented, and they tended then 

to resist the change because of ito 

Furthermore, it was stated that if they sen~ed a lack 

of sincerity on the part of managers, then any explanations 

of the reasons and need for the change would· not be con= 

ducive to worker acceptance. Several worker.a did not 

hesitate tb say that they hap confidence in the motives of 

very few management actions involving the worker: 

Stagner and Rosen (25, p. 118) say that there. is 

somtimes a tendency of management to make the bas.ic deci= 

sions, e .g:o, on new machinery II then invite e.m:ployees to 

discuss ho~ the decision shall be implemented, causing 

unions to ~enounce the technique as "bogus demociacy.~ 



··s4 
I 

·' 
I The impression was gaitled from most, of the contractors·· 

interviewed', in spite of their different management philo= 

sophies, that they sincerely believed that most workers 

could, if tpey wished, offer constructive suggestions on 

proposed work methods changes o To quote one: nEven some 

morons come up with good ideas once in a while, so it pays· 

to listen to everyone's suggestions when practicableo" 

Survey data analysis indicates that the perceived 

sincerity of the contractor in ask~ng for suggestions on 

propos~d changes is a contributtng condit1on that increases 

the likelihood of resistanceo 

Fears Outcome .2f. .QJ:iange.s ~.sed .Q!l Prior. ].~perience ~ 

Worker observations on the quality of changes made in work 

methods by their superiors were sought through Question 

W=4 i 11 How often do changes in the methods of work that are 

made by your superiors lead to better ways of doing things? 11 

To determine how their willingness to accept change 

was affecte~ by their experience with past changes, Question 

W=35 was posed: nif workmen know from experience that most 

changes made in work methods turn out for the best, are 

they more w.illing to accept a new change?n 

Respon~es to the two questions are shown in Figure 130 

The answers to Question W-4 reveal that changes in work 
i 
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methods mape by their superiors more often than not lead 

to ,,:better r7ays of doing things o 

The replies to Question W-35 show· that the willi,ngness 
i 

of the wor~er to accept is strongly influenced by his past 

experience: with change. Successful changes witne.s.,aeil in 

the past lead to a more positive attitude toward ac.ce:p-

tance in the future of other changeso 

Some interviewed workers revealed that they bad s,een 

some poorly conceived changes, causing them to be. "g.µ.n-shy" 

of many new ones o Others, however, who experienc:ed n:ene= 

ficial changes were less concerned about the outcome of 

new proposals o 

One of the obstacles to cost reduction in connec~ion 

with methods changes mentioned by Walter Scott (26, p. 8= 

235) was that of the derisive attitude of workers resu,lting 

from past failureso 

Stewart (27) feels that the workers past experience 

with the firm in relation to changes may cause variatiox1s 

in resistancea 

The data indicate that the worker vs prior experie .. t¥1,e 
1 

with chang;e 9 if it tends to be on the negative side., is a 

contribut~ng condition that increases the likelihood of 
i 

resistance: o 



Dislilfos 1,e_c!J'niqg_ ~ ,Sk.ilJ.11: One ques.tion~ W=38~ 
i 

was posed to the workmen to get their opinions on their 

willingnes~ to accept change, if the change required the 
i 

learning o( new skills: "If workmen don wt have to learn 

new trade skills because of a change in work methods, are 

they more willing to accept a change? 11 

The 110 responses to Question W-38~ i.n terms of 

percentage~ rounded to whole numbers~ were~ Always 4%; 

Often 27%; About 50-50 49%; Seldom 17%; Never 3%. The 

mean was 3.1. 

Answers to Question W-38 indicate that about half 

of the time or more~ the fact that. t:he worker does not 

have to learn new trade ·skills does increase hi.swilling

ness to accept a change. 

Contractor interviews revealed that possibly some 

older workers resented having to learn new skills. In 

interviews· wi.th both groups.~ howeve·r, the impression 

was ga:ined: that most workers were not greatly perturbed 

at having to acquire new skills. If they could see es

pecially that the new skills would be beneficial to them 
- I 

in the long run~ there seemed to be no strong·q:islike 

for learning new ones to add to their present: · 1evel of' 

skill. 
i 

87 

It ha~ been pointed out in many places in the litera
! 

ture that i'u.nlearbing" a skill is~ many times~ as difficult: 
!· 
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as learning a new one, which compounds the problemo Workera 

felt that with most changes they witnessed, the learning of 

new skills was not a major problem for them to be concerned 

about., but they could conceive of situations where the 

learning of a new skill would require :major extended e:t:f.ort. 

on their partso This, then,might influence theit resistance~ 

if they were not assured that· they could acquire the skill 

without heavy monetary expense to themo It was the feeling 

of some that joint union-management courses should be in

stituted to assist them in any extensive learning of new 

skills· should it ever be requiredo The actual learning 

process under these conoitions did not seem to worry mos.t 

of these workers. 

Krick (22, p. 510) points out that when a new system 

is proposed r1 a fear of the inabilit-v to become equally pro= 

ficient under the new system may well cause any man to be 

apprehensive as to his future value and security in that jobs 

with likely resistance to the change. 

Survey data analysis indicat~s that if a worker must 

learn a new skill because of a change., this is a contribu

ting condition that increases the likelihood of resistance. to 

ito 
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Social neasons !.2!:. Resistance to Change 
--.- !I 

i 

Some of the social reasons that m:l.ght affect th~ 
I 

~· .. ,. ,.-,,. 

workman•s resistance to changes in worl< methods, considered 

in fr~-i"{ng ~he survey questions'; are that he~ 
:,· 

1. Dislikes changes suggested by superiorso 

z., ,;:sees the contractor getting usomething for nothing"o. 
·,. 

3o Dislikes disruption of social relat-:tonshi.:pso 

4o Resents not being asked for suggestions" 

5" Rese-nts not being asked to -participate in grqup 

., . . r' 
discussions on decisions about dhanges" 

6. ·Resents not being given opportunity to use own 

ideas o 

Theae conditions are analyzed and discussed in the six 

following sub ... sections" 

worker observations on the source of origination of changes . ., 

Question w-
1
8 was asked: nwho proposes most of ··the changes 

made in thei methods of work? 11 A similar Qµestion, C=4, waa 

asked th~ c;ontractors: liWho suggests most of the changes 
i 

that · are ma!de in the methods of work?" 

To geti the opinions of workers and contractors on the 

effect of the willingness of the worker to accept changes 
, , , 

in ~lation'. to whether the change originated from an equal 



i 
I 

or a super:i;or, the same question was asked both groups: 

"If workmen know that the idea for a change is that of a 

fellow cra~tsrnan, and not that of a superi.or, are they 
' 
' 

more willing to accept a change? 11 (W-37, C-32). 

Responses to these four questions are shown in 

F i.gur e 1.l~ 0 

Both groups are in close agreement as to who proposes 

or suggests most changes in work methods~ as noted in 
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their answer to Ques. tions W-8 and C-L~, Most changes are 

proposed by superintendents with very few by foremen and 

craftsmen. S ioce many of the fi.rms surveyed do not employ 

staff engineers as such, the number of engineers shown as 

suggesting changes is naturally low. Many superintendents 

in these same firms have engineering training:i however. 

Replies to ide:ntica 1 Ques tio11s W,.. 37 and C-32 show 

that if the suggestion for a change c:omes from a fellow 

craftsman and not from a superior, this more often than 

not affects the willingness of the worker to more readily 

accept it. 

Intervi.ews vd.th workers revealed that in many cases 

they resented the orders for changes passed down from above~ 

for they felt that the hi.ghe:r. the position occupied by the 

one suggesting the change, the less practical the sugges-

tion o , The; proposers, they felt, were too removed from 

the detaili3 of tl1e job and were not cognizant of a 11 the 
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job conditions that might nullif,y the supposed benefits of 

the change.. Some felt, especially in the case of minor 

changes that were suggested from 11above tt, that the foremen -

and craftsmen were being indirectly criticized for not hav

ing adopted a better method before that time, or for not 

having thought of the newly proposed method themselves. 

Pllost generally, interviewed workers objected to change 

suggestions originating from high above their organizational. 

leve1 as these were introduced as a mandate in too many 

cases. They objected to the lack of consultation, ex'(i)lana= 

tion of need, and reasons for the change, in addition to 

the sometimes arrogant attitude of superiors who seemed to 

be neglecting their feelings entirel¥. 

After spending many years learning certain techniques, 

it hurt their egos to have someone other than a fellow 

craftsman devise a better way of performing the same 

operation. 

A few contractors interviewed were qu-ite ·vehement in 

stating that workers and their unions were try·ing to 

usurp the complete direction of job procedures from manage= 

ment, so, they felt, the workers naturally re1;1ented any 

detailed changes originated by management. 
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, ' 
A<!c ord1ing to Roethlisberger ( 28, p. 36) 

Now itl happens frequently that these logic a 1 p'lans 
to prdmote efficiency and collaboration do not work 
out as· intended. From the point of view of senti
ments,' they involve consequences which sometimes 
defeat the logical purposes of the plan as conceived. 
Let me: point out some of these possible nonlo-
gical consequences. When skill is divorced from 
the Jo.b at the work level and put in the hands of 
a gro~p of technologists, a situation is created 
whereby the worker is put in a position of having 
to accomodate himself continually to changes 
which he does not initiate. And not only is he 
asked to accomodate Himself to changes which he 
does not initiate, but also many of these changes 
deprive him of those very things which give mean-
ing and significance to this work. In the language 
of the sentiments, it is as if the worker were told 
that his own individual skills, his acquired 
routines of work, his cultural traditions of 
crafti:imanship, hi1;1 personal interrelations.,, had 
absolutely no value. Now, such nonlogical conse
quences have devastating effects on the individual. 
They make him feel insecure, frustrated.,, or 
exasperated. 

Schleh (29) feels that if improvements are completely 

engineered by the "expert1;1 11 and then simply explained to 

those involved, resentment and opposition inevitably fol= 

lows, untimately growing into group hostility toward the 

"outsiderlf engineering department. 

Lawrence (30) says resistance is usually created be-

cause of certain blind spots and attitudes which staff 

specialists/ have as a result of their preoccupation with 
i 

the technical aspects of new ideas. 
l 



Krick (22, p. 511) writes that a cause of resistance 

i 
to change b:y workers is lack of confidence in the abili-ty 

I 

I 
of the persion propos:1.ng the change, and he goes on to say 

94 

that this situation is commonly encountered by inexperienc-

ed engineers. 

Survey data analysis indicates that the source of 

the suggest;ions for change, if from above the .follow worker 

level, is a condition contributing to likelihood of 

,.resistance o 

· s.e.~~. ~ ~~!l_?t£;:. ~tti,!1.S. ~'.§~omethinJi £.?.!. Nothing u: 

Worker observations on whether the contractor is getting 

"something for nothing" in change situations, which might 

indicate their attitude about change in general, were 

sought -through Qu.estion w ... 9: "Do workmen feel that the 

contractors are ·getting "something .for nothing" when 

changes are made in wor}c ·methods?" 

Contractor observations on this same .factor were ob-

tained through Question C-16: "Do contractors feel that 

workmen consider. that they (the contractors) are getting 

"s·omething lor nothing" ·when a change .is made in work 

methods? 11 

Figure1 15 ,shows the responses· to these two questions o 



I 
OBSERVATIONS - Worker 70 

! 60 
W- 9. Do workmen feel that the contractors 50 
a.re getting 11something for nothing" when 
· changes are made in work methods ? %40 

Wkr 
N 

't07 
M 
2.7 

OBSERVATIONS - Contractor 

C-16. Do. contractors feel tha.t workmen 

30 

20 

70 

60 

50 
consider that they ( the contra.ctors) are 
getting "something for nothing" when a o;. 40 

change is made in work methods ? 0 30 

95 

E"ZJWkr 

5 4 3 2 I 
ALWAYS OFTEN ABOUT· SELDOM NEVER 

50-50 

lmJContr 

. /6:1~ 

N 
67 

M 
3.1 

. . }\:/ 
20 ~.}.),;'_;:.: ;·-;:,· :,:.;: 

~~.:.:_:.·~---~.·~_·.: :{::·: ' 

IO ··,.~:. ·-~::_·,'.·_!.\.~_·.: Contr J}~ ·~/r: .,_.~;.,,., ..... : ;.• . .: '... . . .... _ o----·,....___._r.:_,~--~·.:._;~---~~-·~-~-:~-~ 
5 4 3 2 I 

ALWAYS OFTEN ABOUT SELDOM NEVER 
50-50 

Figure· 15. Observations on Contractors "Getting Something for Nothing" 
from Cha.nges - Worker I Contractor 



96 

Resporises of the two groups to the si~ilar Questions 

(W-9, C-16)/are rwt·in very.clo,se agreemento Workers., for 
. i 

the most part>, .felt that :contrac.t,ors seldom ;or never get 

''something for nothing" whe.n changes are made in work 

methods. Contractors, however, tended to feel that slight-

ly more than half of the time the workers thought they 

were getting "something for nothing"o 

Some interviews of workers revealed that they felt 

the contractor was gaining much financ.ially through changes,. 

Without any tangible reward to the workero As ·a result, 

they tenqed to resist them.. This tendency, they pointed 

out., existed becau·se of seldom being told of the need or 

rea;sons for,a ·change .. A few indicated, as mentioned before.,., 

that they had little faith that management's motives were 

commendable: in work method changes a They felt that the 
I 

contractor was truly 11getting something for nothing'\ reap-

ing a li the· benefits of change at the expense of the workerso, 

Some contractors interviewed felt strongly that most 

workers believed that any reduction in man hours due to a 

ohange meant a near one hundred per cent p;rofit for the 

contractor,:forgetting that this perceived saving might be 
: 
I 
i 

only ·partially offsetting cost overruns in other labor 
! 

operations, i in materia 1 coats'~ and in other charges a They 
1 

felt that 'a~y explanations or statement to the workers 
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regarding the profit to be gained or not to be gained 
I 

I would not b1 believed and would probably more solidly con-

vince some that the contractor was most surely getting 

"something for nothing". Others felt that some workers, 

especially their long.time employees, do appreciate that 

changes in work methods may not all be profit makers, but 

are frequently made just to keep the firm in competition with 

other contractors, with the dollar gains going mainly to the 

purchaser of construction. 
. . 

Davis (2, p. 395) siates, in des6ri~ing a person's 

nsocial" reasons for resistance, that he may visualize the· 

change as mostly benefiting. the company rather than himself., 

his fellow workers, or the general publ:lco···· 

According to Straus~ and Sayles (13., p~ 287)., workers 

under change situations many times reason that they may work 

themselves or their friends out of a job., or that the manage= 

ment is getting nsomething for nothing" o 

Gellerman (31) points out that there is often a mistr.uat 

of management with this attitude often predating any direct 

experience with a particular management and represents at 

times an in~octrination by ideologies or uclass II feelings 

which in so~e groups are handed down from generation to 
! 
! generation. In other groups., hardened supicion results from 

management'~ own ineptness in failing to permit its 
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empl,oyees t·o experience -enoug.h··di"gnlty and seif respect on 

the Joh., :.,He further states that \lrJhen explanations of a 

-change are atte·mpted against such a background, they are 

quite likely to be interpreted a.s a type of trickery o When 

conditions have reached this point, resistance to change can 

scarcely be avoidedo 

Survey data analysis indicates that with certain 

workers who show a mistrust of management motives in chan~. 

situations, there is a tendency to feel that the contractors 

are getting "something for nothingr', and this .becomes a 

contributing condition leading to the like.lihood of 

resistanceo 

IUslils;e,a Dt_sruptiou ..Qf Social Relationsbj.:gs_~ A singl.e 

question,ll W=8., was asked the w,orkers to determine if they 

were nbothered" when their work teams were split up: anDoea 

it bother workmen when their work team is split up on the 

job due to changes in work methods?" 

To get the obsef'!vations of both groups on whether con= 

tract~rs consider the possible effects of breaking up work 

teams ,ll an identical question was asked each: 1t1Do c..ontrac=. 

tors consider the possible eff-ects on workmen of breaking up 

wor_R: teams when a change in .work methods is made? 11 (W=l7,. 

Cf"ll)o 
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Iaentica l que'st1.ons were askea both groups to get 
·. \ 

their opini'ons oti ti\e erre·~t of the willingness of the 
. \ . 

worker to a:ccept cha~,t if work teams are not to. be "b:roken 

up: "If w6rk. teams ar~ not to be bt-oken up wheh ·E:l c.harige 

is mf!ae, ar.e workmem more wi 11 ing to accept a change?" 

(W~31, C-28). 

Responses to these five que·stions are shown in 

·Figure 16. 

Answers to Question W-8 show that workers a-re quite 

often bothe-rea when their work teams are split up. 

It is :apparent from worker replies to ·Question W-17 

that they felt contractors think of the possib'le- effe.cts 

on w6rkmen ,of splitting up work teams only half the ti.me 

or less. Contractors, in replying to the iaentical 

Question C-11, indicatea that they felt they do generf.31.ly 

consider such effects half the time or more. Thts. d.iff'.er-

ence is rea1sonable since the worker generally does not 

have full knowleage of the contractor analysis of the 

change situation. The contractor may consiaer this fac-. 

tor, but there may be ot.her overriding conditions,. 
I 

······:i· 
As to ;the effect on the willingness of the worke.:i:9 

to accept change if the work team 'is not to be broken ·up., 
' i 
! 

both group~ in reply to Questions W-31 and C-28 indicate 
! 

that this dften has a 6trong positive effect on acceptance. 
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Worker interviews with some carpenters revealed 

that although in the course of a 6onstruction project 

working partners or teams \nust be frequently broken up 

to efficiently carry out the work., most of them disliked 

being separated from competent. and sociaqle job partners 

due to changes in methodso They agreed that if an effi= 

cient team has been formed and then split because of a 

change in methods., the entire oper<;:1tion may be affected 

adversely, even though the change is a good one in prin.= 

ciplea Some contractors interviewed agreed with this, 

1.01 

but stated that at times. it may appear advisable to split 

up men in work teams that are getting along well toget.her 

since,- in many cases:; they tended to settle down to .a 

slower than norma 1 work pace o 

All interviewed generally agreed that breaking up 

efficient and sociable wor-k teams in change situations 

does lead to resistance on the part of workers a 

Van Zelst (32) ., i.n a research study of work teams 

in building trades in the Chicago area, found that the 

use of ''buddy-work teams 11 resulted in lower costs to the 

contractor, lower personnel turnover 9 and greater worker 

satisfaction due the maintenance of some working 

partners- over an extended period o 



Tarlnenbaum (20) says that there are certain group 

1nf1uenc•~ to conlider, and it must be recognized that 

the group affects tthe b~havior of the individl,la 1 as no 

individual lives in social isolation. As a result, he 

says, when: changes are made that have effects on the 
I 

established group norms or values, the group reinfBl\.'~,es 

the feelin~s of insecurity of the individual abd adds to 

the problems faced in introducing change. 

Zande~ (21) in listing some conditions conducive 

to resist~r:ice states that resistance to change may be 

expected if the already established inst_itutions in the 

group· are ignored. The administrator who ignores inst.i-

tutional!zed patterns of work and abruptly attempts to 

create a new state of affairs which demands the customs 

be abolished without further consideration will surely 

run lnto resistanceo 

·Whyte. (33, p •. 577) says the manager must recognize 

that chang~s in technology., work flow, and organization 
' 

structure +111 bring about changes in intera_ctions !I 
' 

102 

activities~ and sentiments:, and the skillful manager will 

think of s~ch changes not only in terms of technical 
i 

efflciencylbut also in terms.of making more effective 

I the relations among organiza-tiona 1 members o 

! 
! 
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Nimkoff ( 34, po 65) writes that there is a .tenaenc.y 

for the group to resist changes that bring social dislo-
•. I 

cattonso 

Cartwright (35) feels that whether people do or do 

not resist change wi 11 be greatly ·influenced by the nature 

of the group of which they are members, so attempts to 

change them must. be concerned with the dynamics of grou.ps 0 

Lawrence (30) in. discussing resistance states that 

people,do not resist technical change as such and that 

most resistance that does occur is unnecessaryo A key 

to the problem., he says, is to understand the true nature. 

of reststance fdr actually what employees resist is not 

technical change but social change -- the change in their 

human relationships that generally accompanies technical 

ch~nge o 
I 

Survey data analysis indjcates ·that breakin~ up 

work teams in the process of change is a contributing 

condition leading, to the likelihood of resistance Q 

mine the observatiofls of both groups on whether contrac:;, 
I 
I 

tCil:~s ask wor:kmen for suggestions, identica 1 questions were 

asked: i 
11Doi contractors ask workmen for suggestions on 

I 

I 

cha,nges ln work methods that are being considered?i1 

(W-12, c.,.6) ~ 



1();4. 

To. get the opinions of both groups on the effect of 

asking for suggestion~ on the willingness of the worker 
I 

to accept cHange 11 • the sam~ question was asked each: uif 

workmen are asked for suggestions on changes in work methods, 

are they more willing to accept a change?" (W=26, C-23) 0 

· 'L'he responses to the four questions are shown in 

Figure 170 

Th~ answers of both groups to the .identical Question 

W-12 and C=6 show tb:et· contractors often ask workmen for 

suggestions Ion changes about· half' t:he time o:r more. 

The opinions of each group as :to whether the workmen 

are more willing to acce~t a change if they are asked for 

suggestions (W-26, C=23) correspond very wello 

Almost all of. those interviewed felt that asking for 

suggestions does increase the workers v interest :1 if sin= 

cerely invited, thus leading to more ready acceptance when 

a change is made whether their particular suggestions were 

adopte-d or not. Some workers qualified their statementS:. 

to the effect that they were not eage.r to suggest methods 

t.hat would c.aus.e- their friends or the·mselves to be laid off 

because of ai resultant decrease in manpower requirements., 

Several cont1ractors and workers felt that it is not feasi= 
! 

ble or reaso;nable many times t,o _ask t-he worker for sugges= 
I 

tions, as the change may be to.o broad o If the worker does 
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not have a picture of the total project operation perti

nent to the change, he cannot., therefore, offer fruitful 

suggest.ions encompassing the total plano At the same time . ., 

however, contrac·tors did try to encourage suggestions on 

specific detail~ of a large plan of change or full sugges

tions on a minor oneo It was well recognized by the major-

·ity of contractors that most workmen have potentially 

profitable ideas aibout how work should be best carried out 

and that these are well worth seekingo They are also 

cognizant of the fact t~~t such requests for ideas that are 

sincerely made do boost the worker's ego and affect his 

eventual willingness to accept a changeo 

Workers indicated that any suggest:ions they made 

should be given directly to their foreman only, for to 

offer an· idea to anyone else might be perceived by the 

foreman as an adverse reflection on his ability probably 

leading to some undesirable consequences for the proposer o 

A few workers felt that it was the job of the superv~= 

sor to propose changeso It was what he was being paid to 

do and details of a proposed change were not the worker vs 

concern for they were not being paid to do management's 

job. 
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The interviews revealed, in total, that workers as .a 

rule resent' not being asked for suggestions on work about 
I 

which they feel they are as expert as most, if not all, of 

their superiorso 

There are many literature references on the efficacy 

of asking for worker suggestions in change situations O 

Selekman (5, Po 125), for one, feels that perhaps 

the fi.rst. c.oncrete measure offering promise· for mitigating 

negative emotions is prior consultation with, among 

others, the particular workers involvedo To him, it is 

the imposed change that constitutes the feared change~ 

consultation offers an antidote against the sepse of 

imposition o 

Lawrence (30) feels that a blind spot of staff 

specialists is to the advantages and disadvantages of 

first hand ~reduction experience. It was arrazing to him 

how many specialists fail to appreciate the fact that 

even though they themselves may have a superior knowledge 

of the technology of the production process involved, the 

foremen or ,operators may have a more practical understand= 

ing of how !to get daily production out of a group of men 

and machines. 
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Survey analysis indicates that failing to ask worl.-:::ers 
I 

for sugges 4ions on proposed methods changes is a contribut-
1 

I 

ing condition leading to the likelihood of resistance . 

.P~~..£..Uil J~Rt ].!=ling .As ke_g .t.Q ~£~ i.Il fil.Q.\;1.Q 

~u.s.s,:i,,Q..Il§~ .Q.U De,Q§.1.9.P..§.. f~ Cl1?:,nge: To determine the 

observatiorn of both groups on ,;,,;rhether contractors use 

group discussions enabling the workmen to participate in 

deci.sion making on cI-.anges, the identical question was 

asked each: ''Do contractors hold group discussions among 

work:men, supervisors, and engineers enabling the workmen 

to participate in making decisi.ons about a change in 

work methods? 11 (W-19, C·-13). 

To get the opinions of each group on the effect on 

the willingness of workers to accept change, if allowed 

to participate in group discussions, the same question was 

asked E~ach: "If workmen are asked, when it might be prac-

tical to do so, to join in a group discussion 'with other 

,workmen, foremen, and engi11r2ers in making dee is ions about 

change, are they more willing to accept a change'?1' (W-33:;, 

C-30). 

The contractors were asked an additional question 

(c-v:~) on ·whether they thought that the 1worker could 

contribute:significantly to discussions on changes: '~o 

contractors feel that workmen can cont.ri.but s igni.ficantly 
I 

to discussions on changes in work methods?'' Also, they 
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--were a-sk-e-a:•-whether tl'\e"y -th-oU:ght the c.workmen tried t O im.

wrove W\):rk ~ethods 'th?'ough Qu.e:st:!on c..;20: "Do contractors 
I 

. \ . I 

feel that workmen. try to improve work methods?" 

'· .-Responses "to these six questions are shown in 

Figure 18. 

The data from the first two fdentica 1 questions 

(W-19, C-13) indicate that group discussions among work-

men, ::iupervisors, and engineers are seldom' held o It was t.he 

opinion of both groups, in reply to identical questions' 

w~33 and C-30, that workmen are :more willing to accept a 

change half of the time or more if they are asked to Join 

in group dis'cuss ions • 
.... ~ . .,:,~.'.~ ' .''. . 

..,·.:it'. c~-·- ·. ·::.,.; 

Responses to Question C-14 show that contractor 

observations ··of whether workmen can contribute signifi-

c antly to discussions on changes in work methods are 

mixed J showing a bi-model distributiono 

Replies to Question C-20 indicate that the contract= 

ors felt workmen try to improve work methods about half of 

the time. 

Interviews revealed that most workers and contractors 

believed that due to the casual relationship of worker and 

employer in the industry, extensive use of group discus= 

s ions would be costly in time-, and would not generally 

produce one of the desired results of encouraging the 
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wortker to more willingly accept,a change. The disinterest 

of the casual worker and dominance· of the discussion many 
I 

times by certain members of a group were said to be deter-

rents ,:to its use.. Some :l:·nterviewees had observed that 

this system proved to be effective in smaller firms 

employtng fewer men who are long-time employees with a 

fairly comprehensive picture of company operations. 

Group discussions are frequently held among foreme:n 

and others above that· leveL These meetings were consider- -

-ed :by the workers and contractors interviewed to be fairly 

fruitful .. 

Interviews of ~ontractors revea~ea that they felt 

some workers can contribute significantly to a discuss;ton 

on proposed changes pro~ided they have enough experience 

and h~ve been with the company long enough to have a full 

appreciation ·of it·s overall operation. These qualifica= 

tions may; account for the bi=moda1 distribution of 

response.a. 

Contractor interviews also revealed that some workers 

do try to improve the.ir methods and some do not 1 which .. was 

tobe expected in any diversified group of people. Here 

again» it was felt that employees of long standing had .an 

att.achment to the firm a111d could be expected to take more 



interest in work improvementso Several contrac,tors were-

vehement in .stating that some workers will never make a 

move to help improve methods. 
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As the condition of asking for sµggestions is similar 

to the holding of group discussions, many of the interview-

ee comments and literature statements previously shown 

.are also pertinent here. 

Participation of workers in decision making is one 

or the most widely discussed topics in the literature of 

resistance to change. The well known investigations 

de9cribed by Roethlisberger and Dickson (36) at the 

Western Electric Company's Ha.wthorne plant revealed that 

. employees are willing to try out many changes, even thaa.e 

affecting productivity, when they are allowed to partic.i-

pateo Another research study, invariably referred to in 

discussions on resistance to change, is that of co·ch and 

French (37) 0 It demonstrated how changes were favorab\y 

accepted by employees in a pajama factory when a partic.i= 

pati.on method was used and that, without participation, 

the chan~es introduced undesirable results in the form . 

of longer training and lower productivity o 



Moore (38, p. 46) i·n speaking of business in general 

states: 

The fact, that participat·ion is not used in our 
• , I 

business rests with the managers on every level. 
I have long felt that they are det!:'!rred large.ly 
because of their preconceptions.. The thought of 
the. manager asking for advice goes· against the 
administration grain. As the boss, he thinks 

• tha't he cannot show those under -him that he does 
nbt know all the answers. He cannot ever let 
them take control away from him for he. will lose 
his managerial position, or at least his status. 

Survey data analysis indicates that under certain 

11.3 

fa.vorahle circumstances mentioned, n~glecting to hold;group 
' ' 

discussions. amohg 'W?rkers, line Supervisors~ a11d engineers 

iE ·a contributin~ condition leadinE t:o the• 1ikeiihood of 

resistance • 

. To get the observations of both group.a on the opport.unity 

give·n to thei workmen to use their own ideas, almost 

identic:al questions were asked each group. Worker Question 

W-24 was: uDo workmen have the opportunity to use their own 

ideas in the day-to-day work methods? 11 Contractor Question 

C-21 was: irno contractors give workmen the opportunit,V to 

use their own ideas in tf).e day-to-day work methods?'' 

Responses to these two questions are shown in 
I 

-Figure 19. 
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·Figure J9. Observations on Opportunity of ,workers to use Own Ideas 
in Work MethQds - Worker/Contractor 



The survey data indicate th~t workmen feel that they 

are often g~ven the opportun:tty to use their own ideas :ln 
i 
! . . ' . 

the day-to-qay work n:teth9ds which correspo~ds fairly wel.l 
. . I . . 

with the :contractor obsetvat16rts on the same factor. 
I . 

Interviews revealed th.at as a rule the detailed 

actions of the individu:a.l worker are not planned for him, 
. I 

rather he adapts to ~he over~ll planned efforts of the 
I ' I. 
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work ~roup. This 1S. so., SinQe few operations in cotlstruo-

tion are carried out on a mass-production or continuous 

flow basis where each movement can be closely planned .or 

designed· in ·aavance. -Since much of the work is of a 

$killed nature, requiring at times a high degree of Juo.g-

ment on the worker's part, he resents having work planned 

for him in detail,thus preventing him from using his own 

ideas wp.ere feasible. It .was pointed out by some crafts-

men that if ;they could not have extensive freedom to plan 

and execute :the:\.:r wo:J:ik assignments., they would certain'Ly. 

lose interest in their trades and undoubtedly resist any 

change t·hat would affect their :autonomy and self-Sijf.fi.cie-ncy. 
I· • 

So~ coritrac~ors interv:i~wed stated that because of 

the personal feeling of independence of highly skilled 
i 

craftsmen, these workers are given their own way many times 

in determining their work methods. In addition, few con-
I . 

tractors have the -staff to plan work in detail and depend 



upon the experience of their craftsmen to work out the de-
! 

tails of the: operation with a minimum of supervision. 
; 

I 

Since th.ere are virtually no formal on-the-job t.r.ain-

ing programs, except for apprentice· workers, it is a.SJH.:uned 

in ~c,st cases that the. craftsman knows his trade when. 

p.ired. He is expected to carry out any assignment with 

very little instruction from supervisorso 

Blauner (39, p. 343) states that a factor in Job 

satisfaction is the degree of control over his work that 

the individual feels he has. 

Survey data analysis indicates that any changes in. 

work methods_ that would lessen the opportunity of the 

worker tp use his own ideas in his day-to-day work ·tasks 

is a contributing condition that increases the likelihood 

of resistance. 

Construction Trades Working Rules as Reasons fst!., 
Resista.ncie t·o Change 

The written working rules related to terms and cond:l-
' . 

tions of emp'loyment or workers, incorporated into union-

management collective bargaining agreements; affect the 

methods of w!orl:c that m!ght be proposed by, for instance, 
I 
! 

limiting the! extent to which specific crew sizes can be 
! 

reduced thro:ugh a change in methods o 
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Since written rules are the result of negotiation, 
I 

and since it was stated in connection with the question-

naires 'that! the proposed worJ:.c methods changes i;,vere not in 

violation of agreed upon ·worki.ng rules, a discussion of 

their merits or demerits is not includedo For background 

on the evaluation of worki.ng rules and for some evalua-

tion of 1,,.rritten and 1..m1;qri.tten rules, the follm1iling litera-

ture sources are highly recommended~ Haber ( L~O), 

Mathewson (L~l), Ryan (L}2), Slicht~r (4-3), Haber and 

Levinson (44-), Bertram and Maisel ( 10), Mandelstamm (45), 

and Engineering News-Record (L}6) 0 

With regard to the existence of u11written working 

rules that might affect the contractors a willi.ngness to 

introduce changes in work methods, they ·were asked 

Question C-22: "Do contractors feel that the existence 
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of ~unwritten ff working rules inhi.b:tts them from introducing 

] • · l • l q I' c :1anges in wor ,c metnocis t • 

The 66 responses to Question C-22, in terms of per-

centages rounded to ·whole numbers~ were: Always 5%; 

Often 21%; About 50-50 29%; Seldom .30%; Never 15~~0 The. 

mean ,was 2 o 7. 

It would appear from the :responses that contractors 

are sometimes inhibited from introduc.5..ng methods changes 

due to "unw:ri.tten II r.,mrki.ng rules. 



Interviews revealed that the "rules" considered as. 

possible inhlI.bitors were informal agreements among the 

workers to limit output and restrict· the use of labor 

saving tools and _equipment. A few contractors believed. 
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that with certain trades; where units of daily output were 

standard and easily measured, there was a 11feeling 11 among 

the .workers that a specific numbe·r of unit:, completed 

cons.tituted a "fair dei-y's work"' and this was seldom 

exceeded. Even when changes were made that· should have 

increased daily oµtput.,, it often remained the same~ These 

contractors th~n felt such experience. t.ende·a to inhi.bi:t 

the·ir introduction of further work method changes o 

Other contractors, however, felt that there was no 

-organized nagreement u among workers on the restrict.ion or 

outpu·t or on the ume of labor saving too-ls and equipment. 

They normally:· observed no ~ther restr-ictive pra.ctice:S .that 

w·ould d:tscour·age them: from introdhcing change o 

Contra"ctors had observed that acceptance of some .new 

tools and machines was slow at times due to the tendenc_y 

of many to want te retain the 1'11:l a.nd familiar. Event.u.aUy, 

however, a 11: these were ad opte.d by these same workers wlth 

no apparent desire to return to the old. 

Other C"ontractors stated that the:y. never hesitate to 
I 

introdu.ce ch~nge, even though- they· may expec:t some 
' 



resistance at the· outset. It is the only way, they felt, 

to eventuall:y gain full acceptance, as they noted that 

historically the introduction of many improvements in 

this indust~y were resisted. 

· Not t::311 wot>kmen were questioned about this sensitive 

topic of unwritten working rules o 'Ihose asked stated that 

there were no unwritten rules limiting the use of new 

tools or machines. They insisted that. there was no 
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upper li:mit on production in their trades and hoped con ... 

tr,actors w.ould some day admit that many times low daily 

production could be due to poor planning., material purcq.as

ing and expediting, -and supeTvising. Most contractors W,e:Te 

s.trongly criticized for not having the proper tools avail.

able when needed. Furthermore., the implication that the 

contractor would be kept from introducing new changes due 

tro the workmen '-s unwritten rule.a was· resented. These same 

contractors, they stated., probably were held back _be.cauae 

''they didn't have the brains to come up wfth new ideas, 

for so long as they can blame labor for high costs and 

then pass these on to the cons·umer-,- they are contentolt 

As reported in Roads-~ Streets (47)., Contractor 

Winton M. B'.+ount made the following points }n a talk be

fore the Ohio Contractors .As-sociation: 



Bl.cunt then used the t>fOrd· "appalling11 to character-
1ze ~he 1 great la~ity in modern m_anagement methods 
and imp~ov-ed techniques in the construction indus
try. as a w.h"ole. · Despite the inherent differences 
betw'een construction and factory-type operations, 
this doesn't explain or excuse the industry's 
reticence. to more aggressively explore newer 
methods . .ahd techniques. 

Tannenbaum ( 48) comments: 

. It may be that the resistance of the managers them
selves to the adoption of new methods of management 
currently represents one of the most seri.ous barri
ers to the introduction of change in industrial' 
or~ani-zations. 

In 1959, the AFL-CIO ·adopted a work .practice.a code 

known as the ni!'en C-ommandments 11 ( 46, p. 82). The code 

seeks, through voluntary action., to reduce and sta·bilize. 

120 

constrµction: costs b-y eliminating featherbedding, slowdowns., 

jurisdictional strikes., and other wasteful and non-product-

ive practices. These practices., except for jurisdictional 

strikes., are. largely untouched :.by the law. The fourth 

"-c omma·ndment:'' states that: 

There _-shall be !!2. limit .2!!. production of workmen 
or rest'riction on the full use of proper tools or 
equipment and there shall not be-any task or piece 
worko 

· so.rvey data ana lys iiS ind tcate'S that the existence- of 

unwritten wo,rking ru:les., ·!!ea l or imagined., is · a contributing 

condition that incre-ase·s the likelihood that resistance to 

·change ;may oc·cur ,. a:nd a 1s·o inhibit the contractor at times 

from introducing changes:. 



~tractor M~thod~ 2i Ji§lndling Ch~nge 
~ I~~-~?.Q.~l ~Q!. !(es~ .!;.Q ~~-

To determine if the methods of handling a change by 
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the contractor affects worker willingness to accept it, 

one question was asked the worker in the questionnaire, 

and those interviewed were queried further" To get worker 

observations on the contractors.' handling of change, 

Question W-,23 was asked: "Do you generally approve of 

the way con'tractors go about making changes in work 

methods? 11 

The 110 responses to Question W-23, in terms of 

percentages rounded to whole numbers, were: Always 1%; 

·Often 24%; About 50-50 55%; Seldom 17%; Never 3%. The 

mean was 3.0. 

It appears that the responses are close to being 

normally distributed over the range of choice. 

No spe:cific reasons for a particular worker reaction 

to the handling of change by the contractor were elicited 

through the questionnaire. An attempt was made to bring 

out these reasons i.n the worker interviews. 

Interviews with workers revealed, comprehensively, 

that their·objection to the handling of change by the con-

tractor was the apparent neglect to treat the worker as an 

individual ;with a sense of pride and personal worth and to 

realize thalt he was a member of a social work group at the 
I 
I 
I 

same time.: This, they felt, was evidenced by the general 

lack of consulation on change and explanation of the need 
; 



and reasons for change. 

It wasi mentioned by several workers and contractors 

that much resistance might be eliminated by introducipg a 

change at the start of the particular operation affected 

to minimiz~ social dislocation of individuals and groups .. 
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To determine contractor feelings toward the responsi

bility for making decisions about change, Question C-19 

was asked~ · "Do contractors feel that· the responsibility 

to make decisi.ons about change.s in work methods is theirs 

alone and not that of the workmen?" 

The 67 responses to Ques.tion C-19, in terms of per

centages rounded to whole numbers, were: .Always 48%; 

Often 33%; About 50-50 12%; Seldom 4%; Never 3% .. The mean 

was 4 .. 2. 

The m~jority certainly feel that the responsibility 

for making decisions about changes is that of the contrac-

tors. 

This does not purport to be a measure or indication 

of the manqgement philosophy of the respondents, and does 

not indicate that they seldom or never asked the worker 

to participate in decision making on changes. 

In contractor and worker interviews, an effort was 

made in a broad way to subjectively determine if the 

contractor's general philosophy of management and his 

feelings toward the worker affected the latter us willing-
! 

ness to accept change. 
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Inte~vi~wed workers were asked what type of manage-

ment attitud~ or philosophy seemed to them to· be most 

bene1'tcial t:o the ·cqntractor and the worker and' would· be 
I .V . : . . . . I 

most qonoucive to i,cceptance of change .in ~ork methods.• 

This area of.: quesbiontng was, of course., closely related 

-to th'e previ~us one1;1 on psychologic.al .and social reasons. 

for. ~esistance. to c'hange. 

'J;'he interviews· with experiencecl W-Orke·IlS. r.evea led that 
I . ' 

th~ tnE.lngement. approach or attitude considered t'o offer the 
. . 

m,ost··ad:vantages ri;:om- all :viewpoints was· one in which manage-

ment sincer~ly ··viewed the worker in a .. non-condescending way 

as a hu.ma.n being wi~h deep personal• feelings about. his ac.ci+ .... 

pation, ambttious, c1nd with a. _C,estre 'to work and accept 

respon.sibi.l:Lty -- nqt as·. just a "hand 11 to be coerced 1nt.:o 

working.-~ The·re was no object:to.n to the llhard driving 0 .of 

some. ··ma.nage~r;B, So long as .-the.y were·" cognizant Of ~~rk;rs as 

human beings. It was· a Is.o. stated -that the "laissez-faire." 

a.nd tfbe-nevolent 11 ty-pes of.·m.anageme.nt ·(investigator's wo~s) 

do not wor~ profitably in the construction industry o The 

arroga_nt- au_t:hor1tar1an· type of manager., they .observea, wa.s 

fad~ng. fr.om. :-th.~ -scene. as younger generations of managera 

appear who seem .to -be applying more. "practical psycholog.tti, 

:as :they. pu_t _~it, but, this· was not;t,:o_ .say that· the authoritar-

ian t;rpe' did not:.also proe11¢e,>f'ine results at timeso It 



was admitted: that all workers certainly ao not qualify 
I 

. i 
~ts having am~ition, a de.sire to work and to accept res;. 

I 
I 
I 
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pons ibi lity, but ·tt ··w-as fe 1 t that these men. c~µ.ld _ _-1:>e"·we@dt ·· 
;•.· 

ea ·out by the alert contractor.· 

The· worker description. of the preferred management .. 

ph:tlos ophy r~sembles .. in some respects the modern "Theory 
. . 

Y" · ma'ha~ement views of McGregor ( 49). The modern phi loso

phy of management is best 1llu·strated by the writings .of 
. . 

men ·sllch ·as McGregor,Rensis Likert (50), Mason Haire (51), 

· ~a'.r'ch and S_i'mon (52), Alfred Marrow (53) and Chris Argyris 

(54). 

Beach (55, p. 44) ·1-n disbussing this modern philoao-

phy of management s'ays: 

Advocates of the modern school hold that people 
possess innate capacity for exercising initiative, 
ac,cepting responsibility, and making worth-while 
contributions. They do not. :tnherently dislike 

· worko . Work can be a meaningf.ui., ·satisfying experi~ 
enc~. Employees will activel.Y r:itrive to .achieve 
the ·goals of the organization wpen such behavior is 
compatible with their own goais. This demands an 
integration of the goals of the organization with 
those of the individual. While external controls 
must be available, it is felt -that the best control 
of emplpyee behavior is self-control. Management 
must -sh~Ile informatio'n and objectives wlth .-~ubor
tJin:ate·s .• It should set up the climate in such a 

·w·~y tha~ ,-sµbordinates may .partipipate in ·shaping 
~~~istohs affecting the busine~~ in those areas 
where ·the ·people possess competence. 

' ! 
! 



Most of the contractors interviewed agreed in priu

ciple with ithe opinions of workers in advocating the 
! 

modern type) of management described by Beach. Although 

those interviewed did not see this quotation, the salient 

points in it were discussed. It may be said that their 

comprehensive feelings in relation to it would indicate 

that this is an enlightened manner of viewing the nature 

of man and his behavior. When applied to the minority 
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of workers, however, they felt that it was riot realistic 

for there are some who have no initiative, who do not seek 

responsibility, or who are unwilling or unable to contri

bute ideas for improved work methods. In spite of all the 

e1cceptions and criticisms that can be made of such a man-

agement philosophy, they believed that in the 101:tg..,run 

such an overall outlook on the part of the contrc:;1ctor in 

ha11dli.r1g change would result in less resistance by the 

workers. 

A few contractors saw little merit as far as reducing 

:resistance to change with the application of this philo

sophy of p~rticipation by the worker. It was stated that 
' most worker:s would not make any effort to suggest. change. 

or cooperate fully in any change situation. The attitude 

of these few contractors might be summed up in the words 
i 

of one!J as iclosely as could be recalled, who said: ''These 
I 

men are hit;ed to do a certain job, and i.f they don't do 
I 
! 
; 

it the way'I want and as fast as I wantj they can whit the 

road.@ We ican 't have all kinds of people standing around 
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wasting time in gi.ving suggestions and concerning them

selves with! things that aren't their business at a lL We I . 

are coddling workers too much ·these days o II It might be 

noted that many of these same contractors complained bitter

ly about re:sistance to changes on the part of the worker. 

From an analysis of the survey data, it appears that 

the method of handling the change, which indirectly re

flects the contractorffs management philosophy, is a con

tributing condition that increases the likelihood that 

resistance :to change may occur. 
I 

From the analysis of data drawn from questionnaires, 

intefviews ,• and from the literature, contributing condi

tions were found that increase the likelihood that resis-

tance to change in work methods may occur. These have 

been identified and are shown in condensed form i.n the 

next chapter under "Cone lus ions" o 



SUMMARY 
' ' 

CHAPTER IV 

CONCLUSIONS, AND RECOMMENDATIONS 
'fOR FUTURE RESEARCH 

In this chapt,r a brief resume of the study is 

made, yhe major findings and conclusions delineated, 

and recommendations made for future research in the 

subj·ec·t -area c,f resistanc~ to change i-n the construe-

ticm c.ontracting industry. 

SUMMARY OF THE STUDY 

Industry publications have indicated that there is 

resistance to change in work methods and that it is one 

of the management problems of concern to the general 

construction contractor. As a result of resistance pre-

sently beiµg experienced by contractors, plus the hesitancy 

to originate or introduce further changes, desirable in-· 

creases in man-hour productivity are being foregone to 

the detriment of the economy. 

The major problem of this study was to develop a 
i 

generalized framework to enable the construction engineer 

or job supbrintendent to better identify and to relate the 

<::ond:ltions, contributing to :resistance to change on the 

part of co1· .. :1s t:ru"'t·f_o·n worke•~!Z-1.. -1/r1· ti"' th1." s b'"c'1?o""'o·t•·1..,r~ t 1v~ ,, ... '- J f, .n.. - , • ...,. • a 1:1. 0 ,. , .. , .I , L-
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objective of realizing more benefits from potentia 1 cost-, 

saving changes in work methods may be more readily attained. 

The scope of the study was three-fold~ 

1. To find the extent of resistance by construction 

workers to changes in work methods. 

2. To identify some of the contributing conditions 

that increase the likelihood that resistance 

to changes in work methods may occur. 

3. To suggest ways to reduce resistance to changes 

in work methods • 

The data for analysis and discussion· in relation to 

the aims of the study were obtained through a survey of 

construction workers, trade union officials, and contrac-

tor management a:nd englneering perso,nnel in the cities of 

Anchorage and Fairbanks, Alaska; and through a survey of 

the literature on resistance to change. 

Sixty=eight ccmtracti.ng firm management or engineering 

persorm.el completed a questionnaire and twenty-eight of 

these were also interviewed. One hundred and ten workmen 

completed a questionnaire and twenty-four of them were 
"" 

interviewed as well. 

CONCLUSIONS 

The conclusions are divided into three categories in 

accordance with the statements· of the scope of the study. 

As this study was confined to conditions in two 

closely related cities in one State, it is not purported 
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that the findings and conclusions are universally applica-

ble. 

Extent of Resistance Found 

It was found from the survey information that there 

is quite often resistance to change in work methods by 

the construction workers located :i.n the geographical area 

of the survey. 

Most of the contractors who were surveyed indicated 

that resistance to change in work methods is a problem of 

concern to them because of its deleterious effect on 

productivity. 

Identification of Some Contribut:i.ng Conditions 
That Increase the Likelihood of Resistance 

Possible reasons for worker resistance to change were 

divided into five categories for analysis and discussion: 

economic, personal or psychological, social, trade working 

rules~ and contractor handling of change. 

As a result of the analysis of the survey data, in

cluding questionnaires., interviews, and relevant litera= 

tu.re, the following were found to be contributing condi ... 

tions that .increase the likelihood of resistance to change 

in work methods. These conditions are listed in the same 

order as in the analysis and discussion and not in order 

of importa11ce. 



1. Economic: 

a.. :Fears present trade skills will be in less 

demand in the future due to changes. 

b. Does not benefit from perceived cost savings 

realized by the contractor through changes. 

c. Does not recognize possible long term 

economic benefits of changes. 

d. Does not fear termination of employment 

for not accepting changes. 

2. Persona 1 or Psychologica 1: 

a. Dislikes change inherently. 

b. Fears skills not appreciated by the 

contractors. 

c. Fears the unknown-reasons not given for 

changes. 

d. Does not understand need for changes. 

e. Fears changes are irrevocable. 

f. Feels contractors not sincere in request

ing opinions. 

g. Fears outcome of changes, based on prior 

experience with changes. 

h. Dislikes learning new skills because of 

changes. 

3. Social: 

a. Dislikes changes suggested by superiors. 

b. Sees the contractor getting ''something 

for nothing" from the changes. 
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c. Dislikes disruption of social relation

ships on the job because of changes. 

d. Resents not being asked for suggestions 

about changes. 

e. Resents not being asked to participate 

in group discussions on decisions about 

changes. 

f. Resents not being given opportunity to 

use own ideas in his day-to-day operations. 

4. Construction. Trades Unwritten Working Rules. 

5. Contractor Methods of Handling Change. 
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These contributing conditions ·were not listed in order 

of importance due to their comple::it interrelationships and 

as the influence of each may vary greatly in any particular 

change situation with respect to the geographical area, 

size and experience of the firm, age and experience of 

the workers, basic attitudes of the workers toward their 

jobs and toward management, general and local economic 

conditions, and other environmental factors. In addition, 

all of these factors are not at play at the same time in 

any specific change situation. 

This listing of contributing conditions is not e::ir

haustive in any respect, but it is felt that those shown 

represent the major conditions relevant to the industry 

studied and the geographical area of the survey. The 

final questionnaire coverage and interview scope, which 

emphasize the key contributing conditions, were determined 
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by pre-tests of questionnaires and exploratory interviews 

with interested, experienced people in the industty. 

Almost all of the literature cited in the study bears 

on work situations other than construction, but since the 

under lying emotiona 1 reasons for res. is tance to change are 

generally typical under almost all conditions of work, 

these formal studies and statements by competent observers 

are of inestimable value in the study of resistance to 

change in the construction contracting industry. 

Suggested Ways of Reducing Resistance to 
Change in Work Methods 

From the analysis of the survey data, contributing 

conditions were found that might increase the likelihood 

that res is tar!ce to changes in work methods may occur .. 

In light of:these findings, some ways of reducing resis

tance to change may be suggested. 

It should be recognized that impressions gained from 

the wide-ranging and in-depth interviews played an impor

tant part in the suggesting of ways to reduce resistance 

to change. 

It als.o should be appreciated that resistance to 

change is not always an undesirable reaction on the part 

of the ·worker, as i.t should not be assumed that every 

change made in work methods is a "good" one, for many are 

not. Furthermore, it should be remembered that people 

do not resist all changes even though there may be an 
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inherent tendency to do so, as some changes are wanted and 

are enthusiastically received. 

In this study, it has been assumed that the changes 

discussed were ''good" ones, so that resistance, if any, 

to a specific change considered here is not based on its 

technical aspects, but rather on some broad emotional 

reasons that were analyzed and discussed~nthis study. 

This, then, places the emphasis on the human relations 

aspects of resistance to change, with the focus of atten

tion on the individuals. Therefore, in order to suggest 

ways of reducing this type of resistance, it must be done 

in reference to the sentiments and feelings of the employ

ees involved and of their fellow workers. The behavior 

of workers cannot be studied productively, however, when 

disassociated from the behavior of management as one 

affects and is affected by the other. The attitudes of 

worker toward management and management toward worker are 

then of prime importance in considering suggestions for 

reducing resistance to change. 

With the recognition and appreciation of some of the 

broad underlying reasons for resistance involving the 

feelings of worker and management, the means for decreas

ing it become relatively clear. A person resists.· a change 

basically b.ecause the change as he perceives it will some

how adversely affect his own persona 1 objectives, desires, 

or needs in an economic, psychological, or social sense 

as previously described,. A change threatens the established.-
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habit patterns of the worker and his job security, and 

may upset his social relationships with his fellow workers 

and with his management. It is natural for a worker to 

e2tperience fear, doubt, and suspicions that must be 

recognized and allayed by management when attempting to 

reduce resistance to change in work methods. 

The basic beliefs and assumptions that the contractor 

holds regarding the natur~ of man and the behavior of 

workers in the firm determine the methods and procedures 

used to accomplish the company objectives. The analysis 

of the data obtained in this study through questionnaires, 

interviews, and pertinent literature would indicate that a 

particular management philosophy _is most conducive to the 

acceptance of change in work methods by workers. 

The -managerr,ent philosophy indicated by the study 

analysis that would bring about the more ready acceptance 

of change is one in which the contractor exhibits a genuine 

respect for the worker as an indi vidua 1 and not as a tool 

to be manipulated as under some methods of management. 

It is a philosophy that recognizes in manager-worker rela

t:tonships th.at the worker is a man with deep persona 1 

feelings of doubt, fear, and suspiciono It views the 

worker as. one who wants to and likes to work and to accept 

responsibility. It recognizes that the worker gains per

sonal satisfaction from his job and from his work environ

ment through participation in decisions about change. 
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In addition to believing in the establishment of a 

positive cl,imate for change acceptance through the recog,

nition and adoption over a period of time of a management 

philosophy appearing to promote acceptance of change? the 

contractor should show by his everyday actions that he does 

sincerely respect the abilities and skills of the workers, 

and that he truly wants and needs their suggestions about 

changes in work methods. 

Decreased resistance may not be apparent immediately, 

but the effects of th:ls ma:nageme11.t attitude over an 

extended period of time should be beneficial. It is 

ackrwwledged that a manager is not able to alter his lead

ership style readily as such facility is certainly not 

natural and 1,,,1ould have to be learned. Undoubtedly, some 

contractors could never change their management philosoph

ies for very strong e,iotiona 1 reasons. It is further 

recog11ized that in spite of a 11 pos it:i.ve measures taken 

to promote acceptance of change, certain ,;;;,70rkers will 

seldom or never ·w:t.11:i.ngly cooperate. 

To develop an atmosphere for the more ready accept

ance of change, management must set a good example through 

its own prompt and 1-,·,d.,lling acceptance of ne,:,q methods, 

materials, tools, and machinery. It must further set an 

example in its own pressing concern for cost reduction 

through efficient planning, purchasing, expediting, and 

supervisi.ng. This should prevent ·worker remarks such as: 

1\,lhy should I go a 11 out on this change? Management 



doesn't seem to worry about inefficiencies in connection 

with their own duties. 11 

As construction programs in the survey area have 
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been curtailed in the past sever a 1 years , the fear of 

termination undoubtedly was of greater concern to the 

worker at the time of this survey than it would have been 

i11 a period with a more favorable outlook for new construc

tion. Thus, this fear could gre·atly reduce the tendency 

to resist change on the part of most workers.. This, how

ever, should not be considered by the contractor as a 

built-in protection against resistance, for if work becomes 

more plentiful this. temporary deterrent may be ios t, and 

reliance upon this fear of termination may be detrimental 

in the long-run. 

The timing of the introduction of change is important. 

It is suggested that a change be introduced at the outset 

of the affected operation,thus excluding the need for 

worlcers to suddenly change their work patterns as· would be 

the case if the change were made in its course. Also~ if 

under the new method, fewer workers are required, the task., 

can be started with the lesser number, eliminating direct 

layoffs and their attendant problems. Or, if this is not 

possible, the change can be made when the surplus can be 

transferred to another part of the project or to another 

company job. 

Allowing workers to participate in group discussions 
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with supervi.sors and engineers with regard to work method 

changes seemed to be a very effective deterrent to resis

tance in smaller firms where the workers are long term 

employees with a comprehensive view of the company opera

tions. This method did not appear to be very effective in 

larger firms that have more employee turnover and where 

there is oftentimes disinterest on the part of casua 1 

workers. 

Perhaps one of the most important steps that could 

be taken to aid in promoting this acceptance atmosphere 

is for those in management and engineering positions, not 

directly assigned to job sites, to have more personal 

contact with all the job personnel, especially with the 

workers. This is not to suggest that any formal channels 

of supervision are to be by .. passed. Those who originate 

change in the "home office" should get closer to the job 

and the workers if they are to avoid the suggesting of 

changes that may not be feasible at the time, or are not to 

have ngood 11 changes resisted because they came from a 

stranger "way-up-above". Close contact with workers if 

sincerely motivated gives the manager or engineer an 

opportunity to become familiar with worker attitudes and 

values, to encourage workers to offer suggestions and to 

accept change, to give them a sense of belonging, and to 

treat them as individuals. 

It should be noted that in suggesting ways to reduce 
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resistance to change based principally on questionnaire 

and interview data the attitudes and opinions of the 

respondents and i.nterviewees may not truly correspond with 

their actual behavior in a real situation. In their ob-

servations of the behavior of others, it is important to 

recognize that each person is reporting his own perception 

of that behavior. These are weaknesses in this type of 

study plan. It :ls felt, however, 1°dth the ff've P· oint ~,,.,.. 

scale used to measure willinghness to accept change, for 

instance, that even if the responses had indicated less 

willinghness by the respondents , the suggestions for re-

ducing change would not be materially affected as the 

survey data were intended to indicate tendencies and not 

intensities of feelings. 

By recogniiing the various contributing conditions 

that increase the likelihood that resistance to change 

·will occur, by eva h:ating the importance and influence of 

each in relation to the particular change s itua tio·n :1 and 

then by taking actlon on method changes based on an analy-

sis under a philosophy of management described, the nega-

tive factors that increase the likelihood of resistance 

may be mitigated. 



RECO:M:MENDATIONS FOR FUTURE RESEARCH 

This present study may be considered exploratory, 

having revealed areas of interest for more detailed 

investigation. 
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Further studies would probably provide insights that 

are nearei to hypotheses than theories. Des!criptive 

models could be made which would better identify and relate 

the independent and dependent variables and make some order 

in the cataloging of independent variables. 

Studies similar to this present one could be made in 

other States to note the differences and similarities in 

the responses. Finding predominant common characteristics 

in the observations and opinions of workers and contractors 

from a number of survey areas might be useful in connec

tion with future studies that would delve into specific 

contributing conditions. 

More than one worker suggested that a study be made 

of resistance to change on the part of contractor manage .. 

ment. This is recommended as well as an in-depth study of 

contractor-management philosophies. 

It is felt that any studies in construction concerned 

with the human relat;i..ons aspects of resistance to change 

au~ allied areas can be made fruitfully by engineers or 

managers. Maneck S. Wadia (56), in writing about manage

ment education and the behavioral sciences, had this to say: 



The area of inquiry of a behavioral science are 
not, and should not become, the monopoly of the 
anthropologist, the sociologist, or the psycholo
gi.s t. Some rnanagei·s may be in a much better 
posit ion to study the.ir workers from a behaviora 1 
science point of view thau would a sociologist, 
a_psychologist, or an anthropologist .•• however, 
lthe latter grou1:-D rerna in the "professionals" in 
the realm of the behavioral sciences. 
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APPENDIX A 

CONSTRUCTION WORKER QUESTIONNAIRE 
ON WORK METHOD CHANGES 

The following have been entered on the sample ques-

tionnaire form: 

1. An upper num'ber indicating the number of responses 

· to each alte~native answer to each question. 

2. A lower numb~r indicating the pereent~ge of respond-

ents choosing each alternative answer to each 

question. 
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1820 West Northern Lights· Blvd. 
Anchorage, Alaska 99503 

· · Dear Sir: 

Yovr help is sought in completing a survey which is part of a research 
project concerning the construction industry. This research is part of 
my advanced study program at Oklahoma State University, and because 
I teach at the University of Alaska and live in Anchorage, the survey is 
being conducted in Alaska. 

I need your views and those of your fel I.ow construction men on changes 
made in work methods in the construction industry. · 

The attached questionnaire was developed to obtain your frank thoughts 
with the I east trouble to you. However, the value of the results from the 
questionnaire depends upon your taking the time to select the answer to 
each question which most nearly reflects your observations. Men in unions 
and contracting firms have helped me by reviewing and improving these 
q1.,1estions. · . . 

Since I do not wart to connect any questionnaire with any individual, 
please do~ sign y~ur name or give any other identification. · 

Would you kindly return the completed questionnaire in the enclosed 
stamped, tlddressed envelope as promptly as you can do so conveniently. 

Sincerely yours, 

John H . Manning 
l. 
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P.S. If you have any questions regarding this questionnaire, you may call . 
me at the University of Alaskt2 Regional Cente_r in Anchorage (272-1424). 

. . :~~ . ·' 



CONSTRUCTION WORKER QUESTIONNAIRE 
ON WORK METHOD CHANGES 
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The first objtctive of this survey is to get y~r: observations of how changes in work 
methods are made in the construction industry. This is covered. by Part I of the 
questionnaire. · 

The second objective is to get your feeUngs about certain ways of handling changes 
in work methods that might affect your willingness to accept changes. This. is covered 
by Part II of the questionnaire. · 

In this questionnaire, the expression "change in work methods11 means any alteration 
in a parti~ular way of doing things, generaUy with the intention of reducing costs,· 

.. and making '·rhe~work ec:,sier c:,nd safer to perform. For example, it might include ch<Jnges 
in sequence··of"'opera"tions, in the l<Jyout arid organi.zation of the work, in the manner of. 

· handling and installing materia;s, in the makeup of work crews, or in the kind and use 
oftools. These changes might apply, for instance, to the every day methods of building 
concrete forms, placing concrete, laying hot-top, excavating earth, or installing pipe. 

. . . ' . 

You should assume that the changes ir:, won< methods considered here are not in 
violation of any existing coUective bargaining agreement between the unions and 
contractors • 

. Please indicate yo1,1r observatio_ns or feeling by making a check mark ( V) over or 
to the right of one, and only one, of the choices given below or to the right of each 
question.· · · · 

PART I 

I. What is the principal type of construction you work .on? (Check only one) 
N= 84 21 5 
% ~§ IM9 ~~ 

Building Highways Utility Lines 

2. How many years of construction experience have you had? 
N= 8 /3 3/ 26 
% Z27 1/.82 28./8 23.64 

Less than 5 5 to lb lo to 15 ~, 5.,.....,....to-2"""0 __ ___ 

3. Who proposes most of the changes made in the methods of work? 
N= 3 17 74 12 
% 2.73 15.45 67.27 /0.91 

Craftsmen Foremen Supts. ""f,_n-g .... i n_e_e_rs-· --

32 
29.09 

More than 20 

4 
3.64 

Executives 



. 4 •. How ofte~ do changes in the methods 
of. work· that are made by your superiors 
lead to better ways of doing things? 

5. Is doing your work in the same way 
every day more to your liking than 

.. changing it often? . 

6. · Do you feel that the skills required to 
do your work are folly appreciated by · 
the contractors? · 

7. Are workmen worried about their present 
trade ski II s being in fess demand by 

·. ·contractors inthe future as a result of 
changes i ri work methods?· 

8. Does it bother workmen when their work · 
team is split up Qn the job due to changes· 
in work· methods? 

9 .. Do workmen feel that the contractors are 
getting something for nothing when changes 
are mcide in work m~thods? 

10 •. Does it bother you when yo~ must change 
the way you have been doing something? 

II.. From your experience, do workmen 
generally "go along" willingly with changes 
tr1C1de in work methods? 

· 12. Do contractors C1sk workmen for suggestions 
on changes in worlc methods that are being · 
considered'? · 

13'. D.o contractors give workmen the reasons 
for making work methods changes? 

.14. Do contractors change work methods on a 
trial basis with the understanding that they 
may go back to the old method? 

15. Do contractors share with the workmen any 
of· the. cost SQVi ngs that resul. t from work 

' method changes? ' ' 

s 
Always 

0 
0 

20 
/8./8 

8 
7.27 

3 
2.73 

/4' 
12.73 

12 
11.2/ . 

3 
2.73 

2 
1.82 

0 
0 

I 
0.9/ 

0 
0 

0 
0 

4 

Often 

5/ 
46.36 

33 
30.00 

45 
40.9/ 

20' 
IB./8 

46 
41.82 

/4 
13.08 

40. 
36.36. 

/5 
/3.64 

45 
40.91 

25 
22.73 

21 
/9.44 

o. 
0 

Alrout 2 I 

50-50 Seldom Never 

44 15 0 
4000 13.64 0 

4/ 10 6. 
37.27 9.09 5.45 

36 /8 3 
32.73 /6.36 2.73 

26 47 /4 
23.64 42.73 /2.73 

' 

24 22 4. 
21.82 20.00· 3.64 

22 47 12 
,20.56 43.93 · I 1.21 

33 25 9 
30.00 22.73 8,/8 

53 36 4 
. 48.18 32.73 3.64· 

25 32 8 
22.73 29.09 7.27 

33 43 8 
3000 39.09 7.27 

26 50 II 
2407• 46.30 10./9 

3 32 75 
2.73 29.09 68.18 



16. Do contractors try to hel'p workmen 
understand the need ·for a proposed 
change in wc,rk methods? 

17. Do contractors.consider the possible 
effects on workmen of breaking up · 
work teams when a change in work 

. methods is made? 

18. Do contractors tell workmen that even 
though a few might lose their jobs as o 
result of changes in work methods 
everyone Would be better off in the 
long run? 

19. Do contractors hold group discussions 
among workmen, supervisors, and. 
engineers enabling the workmen to 
participate in making decisions about a 
change in work methods? 

20. Do workmen feel contractors are sincere 
when they ask for opinions about pro
posed changes in work methods? 

21. Do cohtractors Jhrec:iten workmen with 
"termination" for not accepting changes ' 
in work methods? 1 

22. Do contractors use the workmen 1s skills 
to the best advantage? 

23. Do you generally approve of the. way 
c;:ontractors go about making changes in 

· work methods? 

24 • Do workmen hc:we the opportunity to use 
· their own ideas in the day-to-day work 
methods? 

25. If changes tn work methods would not 
help you in:your work, do you willingly 
11 90 alongll .with the changes? 

5, 

Always 

0 
0 

I 
0.91 

I 
0.9/ 

0 
·. 0 

7 
6.42 

/8 
/6.5/ 

5 
4.59 

I 
0.9/ 

0 
0 

4 
3.64 

4 

Often 

23 
20.91 

29 
26.36 

4 
3.64 

I 
0.9/ 

39 
35.78 

55 
50.46 

35 
32./1 

26 
23.64 

62 
56.36 

15 
/3.64 
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3 
About 2 I 

50-50 Seldom Never 

25 44 18 
22.73 40.00 /6.36 

32 42 6 
29.09 38./8 5.45 

2 46 57 
/.82 11.82 51.82 

3 55 51 
2.73 50.00 46.36. 

4~ 15 5 
39.45 /3.76 4.59 

/3 /6 7 
//.93 14.68 · 6.42 

54. 12 3 
49.54 II.Of 2.75 

6/ /9 3 
55.'~5 17.27 2.73 

33 12 3 
30.00 10.91 2.73 ·. 

49 35 7 
44.55 31.82 6.36 



PART II 

26. If workmen are asked for sugg~sti or1s 
on changei. in work methods, are they 
more willing to accept a change? 

2.7. If workmen are given reasons for 
changes in work methods, are they 
more Willing to e1ccept a change? 

. 28. If workmen know that the change is 
mad~ on a trial basis only, are they 

. more wiUing to accept a change? ·· 

. 29. If workmen· know that they wi 11 get a 
bonus when cost-reducing changes are 
made, qre they more willi,g to accept. 

·. the change? 

30. If workmen u""erstand the need for 
the change in work methods, are they 
more willing to accept the change? 

· 31 • ·If work teams are not to be broken up 
when a change is made, are workmen 
more willing to accept a change? 

32. If workmen are told that even though a 
few will lose their jobs now, but in the 
long run everyone will be. better off, 
are they more wi II i ng to accept the 
change? 

33. If workmen are asked, when it might 
be practical to do so, to join in a group 
discussion with other workmen, foremen 
~and engineers in making decisions 
about change, care they more wi Iii ng to 
accept a change? 

· 34. If workmen feel that contractors sincerely 
want their opinions about proposed work 
changes, are they more willing to accept 
a change? · 

~ 

5 

Alwavs 
24 

21.82 

23 
20.91 

17 
15.45 

33 
30.56 

/9 
17.27 

17 
15.45 

2 
/.82 

\ 

9 
8.18 

27 
24.55 

4 

Often 
57 

51.82 

63 
57.27 

46 
41.82 

50 
46.30 

57 
51.82 

61 
55.45 

10 
9.09 

33 
30.00 

57 
· 51.82 
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3 
About 

2 ,-

50-50 Seldqm Never 
21 7 - I 

19.09 6.36 0.9/ 

17 6 I 
15.45 .5,45 0.9/ 

33 /3. I 
30.00 11.82 0.91 

18 7 0 
16.67 6.48 0 

24 9 I 
2i.82 8.18 0.9/ 

24 7 I 
21.82 6.36 0.91 

32 52 14 
29.09 47.27 12.73 

31 . 31 6 
28;18 28.18 5.45 

19.. 6 I 
17.27 5.45 0.91 



u>wc,rkmeri know from experience 
that most'c.hanges made in work methods 

. turn out for the best, are the.y more 
.• willing to aecept a new change? . 

36. If workmen know that they might be 
.··. llterminated11 if they don't accept a· 

change, ate they more willing to 
accept a change? 

. 37. • If work!'flen know that the idea for a . 
cl:lange is that of.a fellow craftsman,. 
and not that of a superior, are they . 

· more.willing to accept a change?· 
. . 

·. 38 .• If workmen d~n•t have to learn new 
trade skills bcu:ause of.Cl change in 
work methods, are they more willii;-g 

' to accept a change? 

· 39. If workmen know that supervisors 
. • have a high regard for the skills re

quired in their work, are· they more 
v,itling .to accept a change? · 

··.· 40. Kindly wdte here any .. comments you 
wish to make on the subject of changes 
in work 'methods in the construction 
industry. 

5 4 

l41ways Often 

23 60 
20.91 ,54.55 

· 29. 48 
.26.36 '43.64 

. I 34 
0.9f .. 30.91 

; 

4 30 
3.64 27.27 

·. 

21 .61 
19.27 55.96 

............. 
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A~t 
2 I 

50-50 Seldom Never 

19 7 I 
17. 2.7 6.36 091 

23 9 I 
20.91 8.18 0.91 .. 

56 16. 3 
50.91 14,55 . 2]3. 

·. 54 19 .3 
49:09 .17.27 . .2.73 .·· 

21 6 0 
19.27 5,50' 0 
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WRITTEN RESPONDENT COMMENTS MADE ON 
CONSTRUCTION WORKER QUESTIONNAIRE 

1.. If a workman has been taught to be a true craftsman 

1.53 

who takes pride in the appearance and workability of 
the finished product, he will tend to accept any change 
which will accomplish these ends .. 

It is felt that instilling pride of craftsmanship in 
workmen is sadly neglected during the present era o 

Not all students can be academic whizzes, some could 
be innovating craftsmen if properly taught very early 
in school, then instructed in tools and methods during 
apprenticeshipo 

2,. If have found that most journeyman craftsmen are ready 
to use any new method that will make their work easier 9 

faster and more efficiento Very few wish to hold on 
to old or obsolete methods of work" 

3 .. I feel that when the individual's curiosity is aroused 
about a cert a in job, he is willing to experiment and· 
try new methods and new materials., 

Providing the individual is given the understanding and 
feeling that by working with new things and ideas he 
will better himself and his trade .. 

4o Many changes should be started through the unions .. 

5o Everybody should know you have to make the boss money 
to stay on the job .. 

6.. Quite a few changes in methods for daily routine work 
do come from the craftsman himselfo 

Sometimes they come from,past·experience and sometimes 
it is the workman •s own ingenuity,. All these changes 
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do make the particular job more efficient and ao· result 
in cost savings. Changes th~t will affect t.he entire 
job are usually made .in the office before the work has 
begun on the project. 

7. Contracors should consult more often with their workers. 
Suggestion boxes are no good. 

8. More safety for. the workman. 
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MEANS AND STANDARD DEVIATIONS FOR EACH QUESTION: 
CONSTRUCTION WORKER QUESTIONNAIRE ' 

\,.;:..., 

Question M~an st.a. Dev. Question Mean Std. :Oev. 

1. a.--~-- ----- 21. 3.560 1.126 
2. ~c-9---- ------ 22. 3.248 0.818 
3. ------- ____ .. 

23. 3.027 0.748 
4. 3.327 0.705 24. 3 .. 400 0.792 
5., 3 .. 464 1.064 25. 2.764 ·0.898' 

6. 3.,336 0.931 26. 3,.873 0 .. 858 
7. 2 .. 555 1.019 27 .. 3 .. 918 0.814 
8 .. 3.400 1.060 28 .. 3.591 0 .. 922 
9. 2.692 1.177 29. 3.009 0.859 

10. 3.027 1.018 30. 3.764 o .. 867 

11 .. 2.77'3 0.797 31. 3.782 0.817 
12. 2.973 1.000 32. · 2.,400 0.890 
13. 2.709 0 .. 932 ~, ..., ...... 3.073 1.064 
14. 2 .. 528 0 .. 922 34. , 9~6 ..... 0 ... o .. 849 
15 •. 1 ,45 ·- 0.532 35. 3.882 o 84~ .. -
16. 2.487 1.002 ~6 ...., .. 3.864 0.933 
17. 2 .. 791 0.930 37. 3. 127 0.768 
18 .. 1.600 0.780 38. 3 .. 118 0 .. 832 
19. 1.582 0.596 39~ 3 .. 890 0 .. 774 
20 .. 3.257 0.937 



APPENDIX B 

CONTRACTOR QUESTIONNAIRE ON 
WORK METHOD CHANGES 

The following have been entered on the sample ques--

tionnaire form: 

1. The 4pper number indicating the number of 

responses to each alternative answer to each 

question. 

29 A lower number indica~ing the· percentage of 

respondents choosing e~ch alt~rhative answer 

to each question. 



1820 West Nf;Wthern Li9hts Blvd. · 
Anchorage, Alaska 99503 

Dear Sir: 

Your help is sought in completing a survey which is part of a research proj~ct 
concerning the construction industry. This research is part ofmy advanced 
study progra~ at Oklahoma State University, and because I teach at the 
University oftAlaska and li·,e in Anc~orage, the survey is being conducted 
in Alaska. · ·. · · 

I need your views and those of other contractors on the handling of changes 
i'n work methods in the construction industry. 

' . ' 

The attached questionnaire was developed to obtain your frank thoughts with 
the I east trouble to you • However, the value of the results from the ques
tionnaire depends upon your taking the time to select the answer to each 
question which most nearly reflects your observations. Men in contracting. 
firms have helped me by reviewing and improving these questions. 

Since I do n~t want to connect any questionnaire with any individual, please 
do·~ sign your name or give any other identification. 

Would you kindly return the completed questionnaire in the enclosed stamped, 
·ilddressed envelope as promptly as you can do so conveniently. · 

Sincerely yours, 

John H. Manning 

P • S • 'If you have any questt ons regardlng tht s questionnaire, you may call me 
at the University pf Alaska Regional Center in Anchorage (272·1424). 

157, 
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CONTRACTOR QUESTIONNAIRE ON WORK METHOD CHANGES 

The first objective of this survey is to get your observations of how 
changes in work methods are made in the construction industry. This is 
covered in Part I of the questionnaire. The second objective is to get your 
feelings about certain ways of handling changes in work methods that might 
affect the worker's willingness to accept changes. This is covered in 
Part 11 of the questionnaire. 

In the questionnaire; the expression "change in work methods" means 
any alteration in a particular way of doing things, generally with the 
intent.ion of reducing costs, and making the work easier and safer to perform. 
For example, it might include changes in the sequence of operations, in 
the layout and organization of the work, in the manner of handling and 
installing materials, in the makeup of work crews, or in the kind and use 
of tools. These.changes might apply, for instance to the everyday methods 
of building concrete forms, placing concrete, laying hot-top, excavating 
earth, or installing pipe. Not considered are major technological changes 
that may be industry-wide :..n scope and that often lead to severe economic 
and social problems. You should assume that the changes in work methods 
considered here are not in violation of any existing collective bargaining 
agreements between the unions and the contractors. 

"Resistance to change" as used here is defined as an unwillingness 
to fully accept or co-operate in a change. It may be evidenced by a re· 
duction in output, .a decline in the quality of the work, an increase in 
complaints .and grievances, and in many other changes in worker behavior . 

• ~ · Pleas~ indicate your observation or feelings by making a check mark 
(Y) over or to the right of one, and only one, of the choices given below 
or to the right of each question. 

PART I 

1. What 
N= 6 

is your principal:position in theorganization? 
4 15 II 

(Check only one) 
32 

% 8.82 5.88 22.06 /6./8 47.06 
Job Super. Gen~ral Super. Engineer Executive Owner 

2. What 
N= 51 

is the principal 
/3 

type of construction your company 
4 

is involved iq.? 

% 75.00 
Building 

3. What 
your 

N= 8 
% 11.76 

/9./2 5.88 
Highway Utility Lines 

is the approximate annual value of 
firm in the millions of dollars? 

/5 /3 
.l 22.06 19.12 

0.5 or under 0.5 to 1.0 1.0 to 1.5 

construction work completed by 

9 23 
13.24 23.82 

1.5 to 2.0 More than 2.0 

4. Who suggests most of the changes that 
4/ 

are made in the methods of work? 
N= 3 5 5 /3 
% 4.48 7.46 6/. /9 7. 46 19.40 
Craftsmen·· Foremen Supts. , Engineers Executiv~s 



S. Do contractors consider resistance 
· by workmen to changes in work methods 

· . a factor to be concer11,ed about? 

6. · Do contractors ask workmen for sugges· 
tions on changes in work methods that 
are being co11sidered? 

7; · Do contractors give workmen the reasons 
for making work methods changes? 

1 8. J)o contractors change methods on atria 
basis with workmen understandtng that 
the changes are not irrevocable? 

9. Do contractors share. with ~rkmen any . 
of the cost savings that result from. 
change~ in work methods? 

10. Do contractors try to help workmen 
understand the need for a proposed 
change .in work methods? 

11. .l)o contr:actors consider the possible 
effects on .workmen of breaking up 
work teams when a change in work 
methods is made? · 

12. Do contractors tell workmen that 
even though a f.ew might lose their 
jobs as a result of changes.in work 
methods everyone would be better off 
in the long run? 

13, Do contractors hold group discussions 
among workmen, supervisors, and 
engineers, enabling workmen to par
ticipate in making decisions about 
a change in work methods? 

14. Do contractors feel that workmen 
·. can contribute significantly to 

discussions on changes in work 
methods? 

15. Do contr~ctors hold an implied threat 
. of "termination" over the heads of 
worlallen for nQt accepting a change? 

5 

Uwavs 

24 
35.82 

2 
2.94 

7 
10.29 

2 
2.94 

0 
0.0 

6 
8.82 

9 
13.24 

4 
6.06 

I 
/.47 

4 
5.88 

II 
16.18 

4 

Often 

II . 
16.42 

35 
51.47 

29 
42.65 

26 
38.24 

5 
7.35 

27 
39.7/ 

28 
41./8 

3 
4.55 

8 
11.76 

28 
41./8 

14 
20.59 

Ab~ut· 
2 I 

so-so Seldom Never 

16 15 I 
23.88 22.39 1.49 

14 17 0 
20.59 2s.oo· 0 

15 17 0 
22;06 25.00 0 

18 21 I 
26.47 3088 1.47 

4 27 32 
5.88 39.71 47.06. 

/8 17 0 
26.47 25.00 0 

/6 II 4 
23.53 /6./8 5.88 

4 25 30 
6.06 37.88 45,45 

II 36 i~ 
16.18 52.94 17.65 

10 24 2 
14.71 ~29 2.94 

8 19 /6 
11.76 27.94 23.53 



16~ Do contractors feel that workmen 
conilder.that they (the contractors) 
are getting "somethlng for nothing" 
when a change ls made in work.methods? 

17. Do construction workmen resist changes 
mad~ in the 'liDrkmethods'l 

· 18 •.. Do contractors feel that they are 
using the skills of the workmen to 
the best advantage, considering 
limitations in negotiated agree
ments. etc. ? 

. 19~ Do contracto:u feel tt.at the J:"e
sponsibility to make decisions about 
changes in work methods is theirs 
alone.and not that of the workmen? 

, 20. Do cont~actors feel that WQrkmen try 
to improve work methods? 

. 121. Do contractors give .worlanen the 
opportunity to use their own ideas 
in the day-to-day work methods? 

22. Do contracto;rs feel that the exist
enc,e !Jf ''unwritten" working rules 
inhibits them from introducing 
changes i~ work methods? 

PART ll 

23.. If workmen are asked. for suggestions 
on changes in.work methods, are they 
more willing to accept a change? · 

24. If worlaneri are given reasons.for 
changes in work methods, are they 
more wilitn~ to accept a change? 

·. 25. If wotlanell know that the change · 
ia being IQ&de o-p a trial basis only, 
are they more willing to accept 
a change? 

26. If worlanen know that they will.get 
a bonus when cost•reducing·changes 
are made, are they more willing · 
to.accept a change? 

5 

A.lwavs 

4. 
5.97 

13 
19.40 

6 
8.96 

32 
47.76 

0 
0 

6 
8.96 

3 
4.55 

15 
23.08 

10 
15;15 

4 
6.15 

19 
·33.33 

4· 

Often 

23 
34.33 

22 
32.84 

32 
47.76 

22 
32.84 

20 
29.85 

36 
5373 

14 
21.21 

33 
!50.77 

35 
53.03 

24 
36.92 

28 
49;12 
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Al>Sut 2 I 

50-50 Seldom Bever 

ri 20 3 
2537 29.85 4.48 

. 20 . II I 
29.85 16.42 1.49 

24 5 0 
35.82 7,46 0 

8 3 2 
11.94 4.48 2.99 

22 24 I 
32.84 35.82 1.49 

15 10 0 
22.39 14.93 0 

19 20 ,o 
28.79 30.30 15.15 

II 6 0 
16.92 9.23 0 

15 6 .0 
22.73 9.09 0 

. 

27 9 I 
41.54 /3.85. 1.54 

5 3 2 
8;77 5.26 3.51 
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·~ 4 . ., 
About 

:2 I 

Alwavs Often 50-50 Seldom Bever 

28. 

29. 

30.-

31. 

32. 

If· workmen understand the need for . 
the change. in work methods, are 
they more wUling to accept a 

. change? 

· If work teams are not to be broken , 
· up whe11 a change . is made, are 
workmen;more willing to accept a 
change?; 

If workmen are told that even 
though~ few will lose their 
jobs now, ·but .in the long run 

. everyone will.be better off, are 
they more 'filling to accept a 
change?. ' · 

If workmen are asked, when it . 
might be practical to do so, to 
join in a group .discussion with 
other workmen, foremen, a1:1d engi· · 
neei:'s in makinQ decisions about 
changes, are they more willing 
to accept a change? 

If workmen· know that they might 
be "terminated" if they don't . 

. accept a change, are they more 
willing to accept a change? . 

It workmen.know that the idea 
· for change is' that of a fellow 
workman and not that of a. superior' 
arta they more willing to accept · 
a·change? 

10 
15.15 

.4 
6.15 

0 
0 

8 
12.50 

14 
21.54 

2 
3.08 

' 

40 13 3 
60.61 19.70 4.55 

38 16 7 
58.46 24.62 10.77 

; 

5 16 30 
7.94 25.40 47.62 . 

22 20 14 
34.38 31.25 21.88 

22 15 10 
33.85 23.08 15;39 

I 

27 22 14 I 

41.54 33,85 21.54 

. 33.. Kindly write here any coaments you wish to make on the subject of 
resistance by workmen to chaqes in work methods. 

0 
0 

0 
0 

12 
19.05 

0 
0 

4 
6.15 

0 
0 



WRITTEN RESPONDENT COMMENTS MADE ON 
CONTRACTOR QUESTIONNAIRE 
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1. I think there's a basic difference in attitude between 
the equipment operators who are accustomed to new pro
cedures due to new equipment and the greater variety 
of construction problems and the building craftsmen, 
some of whom I understand are quite resistant to chang
ing methods or materials. I understand from some old 
timers that there has be~n quite a bit of "Balkanization" 
of the building trades into more limited specialities in 
the, say last twenty or thirty years, and this may be a 
factor worth investigating. 

You might be interested in Bob Byrnes' editorial in a 
recent Western Construction (I think it was April) in 
which he makes the point that there is a very limited 
communication to the workers on a construction job. 
This editorial pretty well summarizes my observations 
in the heavy construction businessq In other words, 
there is so little communication that it is unusual 
for the workers to have any idea of the overall sched
ule, or plan of operation -- much less to be consulted 
about work methods. 

2. Substitute robots for men! 

3. It seems to be the nature of humans to reject any change, 
unless they themselves have thought of it or had a part 

·· in it, thereby justifying their deviation from their well 
defined procedureo 

4 o ··Mo-st workmen who are not. long-standing employ~es, and 
these are the majority, do not wish to do anything to 
speed up their job and therefore try to avoid changes 

I 

for the better. I do not say this with a chip on my 
shouldeT, but disinterestedly. 



5 o Our oper:ation is· not applicable regarding Part II,· 
as· we·•re involved with primarily an· operator-machine 
combinat;ion rather than a labor force as such. 

Emp1·oyees · do not offer resistance when changes are 
requested. Being journeymen they know we have to 
make a profit to stay in business to provide them 
employment. 

6. We find most men 11illing to work hard b~t majority 
of trade.a have_ few skilled craftsmen. 

Also, since our average age workman is probably 50 
years old, they tml to be very set in their ways 
and many are hard to teach new methods, etc. 

7. In my 16 years of contracting, I feel the biggest 
contributing factor against better work methods is 
the labor unions~ This is an indirect influence -
the union believes every worker to be equal and that 
they should be paid according to needs, not deeds. 
If I reward a man for job incentive, this is usually 
reported back to the business -agent or the applicable 
union and this man is let known that he owes- his job · 
to the union a_nd not to the contra ct or. I have a 
close working relationship with most of my employees 
and I have, experienced instances when actions the 
men were forced to agree with (by the union) went 
against every principle they ever had. The business 
agent is a little "Tin Goan, believe me, and he has 
numerous methods of reprisa 1. In other words, in
centive is killed by the unions ~nd the first men .. 
sent out on a job are usually satraps of the B.A., or 
money passed .hands·; -ability had nothing to do with 
it O 

8. There is too little communication with the worker. 
He could suggest many more changes and would be 
more receptive to changes if he felt he were being 
consulted. 

9. My limited observations indicate a business-working-
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man Jtcommunications gap" that inherently hinders ·changes 
unless t~e contractor has-· -a very good working relation
ship with his workmen. 



10. Vertical communication is obviously an important 
facet· of the· success· of a particular project or 
organization~ · The empl·oyee-employer r~lationship 
tn·cons·truction 1s··not necessarily- comparable to 
any other industry,··· particularly· ·in Alaska because 
or· its seasonal nature· and the fact tq.at workmen 
are hired for a project and not an indefinite 
period of time. 

Reference #9 and #26: Under the present union
management agreements the contractor is discourag
ed from any kind of an incentive program that 
would benefit an individual workman and not all 
the workmen. 

11. a) A change in work methods resulting in fewer 
workmen should only be made in such a way that no 
one loses his place or employment on a given project o 
Put the displaced workers to work in another phase 
of the project, even if it means to speed up the 
whole project. 

b) The best time for a change in methods is at the 
beginning of a work phase. This leaves the men 
without a comparison with the pasto 

12. Many men now don't care one way or the other. All 
they care is to put in a day and receive their pay. 

A few older workers of a craft are more reserved 
about changes, these workers all 55 yea.rs of age 
or older, most generally. 

Many workers are willing to do a change if it means 
less physical labor and makes the job easier. 
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13 .. Under the tight union working conditions most employ
ees are interested in producing as little as possible. 

14 .. 1) Resistance more evident in older workmen. 

2) It seems to me that man{y of your questions are not 
applicable to constr\10tion as they might be, for 
example', in manufacturing industry.. Especially in 
Alaska construction, due to seasonal turnover in 
pers onne 1. 



15. We have· riot encountered any substantial resistance 
to change·· in methods. · In· matters involving· un-ion 
jurtsd':tctton we· have found litt·1e· resistance if the 
prescribed procedure for settlement · of jurisdiction
al disputes is followed. 

16. Regarding Item #9: This .,is difficult to answer be
~a~se· often any saving in cost due to a change in 
work methods is more than eaten up by a periodic 
wage increase -- therefore, there is nothing to 
share. Only if there is a net increase of producti
vity per way dollar spent will there be any savings 
generated. 
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17. Discussion about work changes are usually only held 
with supervisors. Changes are often hard to enforce 
either because of existing union agreements or tradi
tional working rules~ However, competition will more 
often force work changes than any other reason. 

18. Anf time anything is discussed with the workmen ( 1 .e., 
during working hours) they are on the payrorl and wtll 

. expect pay. Before or after working hours, the work
men will not take the time to discuss anything and 
the ref ore are not interested in the owners' problems 
nor in changes. 

19. I find that the bet.ter a man is, the less worried he 
is about his job and future jobs. As a result the 
better men are very willing to accept changes that 
will make their work either faster or better. There 
are always a few men, especially older men, who will 
resis·t any change. The sad part of the construction 
industry is the fact that as men grow older, their 
skill does not always increase enough to compensate 
for age and the problems it brings. 

20. In general, I feel that 90% of the workers on most 
construction jobs reaily want to do a good job. There 
is, unfortunately, a large percentage - size of which 
I do not know - that are mentally incapable of perform
ing as ·well as they would like. 

I have :tried methods different from standard operating 
proceddres on jobs where the.crew was under my direct 
control and had nothing but their fullest cooperation 
when making these changes. 



Because workers tend to go from job to job, they 
probab'ly encounter large variations· in- operating 
procedu;res. - I think this tends to condition the:m 
so· they are not resistive· to changes proposed in 
methods by any one company. 
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1820 West Northern Light Blvd. 
Anchorage, Alaska 99503 

Dear Sir: 
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A few. weeks ago I sent your firm. a questionnaire form on the 
handling of changes in work methods in the construction 
industry" Have you returned yours? 

If you have not done so., I would greatly appreciate it if 
you, would fill it out and return it to me as soon as possi
ble in the stamped., -addressed envelope that was enclosed .. 
It should take only a few minuteso 

To insure the validity or the survey, it is necessary to 
have a high return. Therefore, I very much need your help 
as I am anxious to complete the tabulation so the research 
study can be completed. 

Thank you very much. 

Sincerely yours, 

John H. Nanning 
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MEANS AND STANDARD DEVIATION FOR EACH QUESTION: 
CONTRACTOR QUESTIONNAIRE 

Question Mean Std. Dev. Question Mean Std., Dev., 

lo e:;,ij,.-~-- __ .....__ .. 16 .. 3.075 1 .. 034 
2. CID----=- _.__. .... 17. 3.,522 10035 
3o ----=-11!11» -------- 18. 3,.582 0 .. 762 
4o '*" ......... 

__ ...... 19~ 4.179 10014 
5. 3.627 1.229 20 .. 2 .. 910 o .. 848 

60 3.,324 o .. 888 21 .. 3 .. 567 0 .. 857 
7 .. 3.,382 0.978 22. 2.697 1..109 
8 .. 3.103 0.933 23. 3.,877 0.,875 
9. 1"735 0 .. 874 24. 3.742 0 .. 829 

10. 3~324 0.,953 25 .• 3.323 0.850 

11~ 3.397 1 .. 095 26. 4.035 0.,981 
12 .. 1,.879 1 .. 117 27 .. 3.,864 0 .. 721 
13. 2"265 0 .. 940 28. 3.,600 o .. 76.6 
14. 3 .. 118 lo058 29 .. 2 .. 222 0 .. 851 
15., 2.,779 1 .. 434 30. 3.,375 0 .. 968 

: 31 .. 3 .. 492 1 .. 174 
32. 3.,262 o .. 834 
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