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ABSTRACT

PRIMARY RELATIONS AND SOCIAL ORGANIZATION:
A THEORETICAL AND EMPIRICAL INVESTIGATION

By
Subhash Durlabhji

Views of scholars from the fields of organization
behavior, psychology, and sociology on the question of the
determinants of individual and societal well-being are
brought together in this dissertation. The role of work
organizations in the enhancement of individual and societal
well-being is explored.

A set of propositions are developed from this inter-

disciplinary survey. Primary relations, that is, relations

constituted as ends in themselves rather than as means to an
end, are viewed as being necessary for the achievement and

maintenance of psychological equilibrium. They are also

viewed as being necessary for achievement of moral solidarity,

that is, a degree of homogeneity of values of members of

society. It is suggested that industrialization is

accompanied by the erosion of traditional sources of primary
relations, resulting in a loss of psychological and socio-
logical well-being.

Work organizations are proposed as an alternative to
traditional sources of primary relations. Japan is presented
as a society in which work organizations do play this role,
allowing Japan to avoid many of the social and psychological

problems that often accompany industrialization. Aspects of
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Japanese work organization considered encouraging of
primariness of the individual's relationship with the
organization (PIRO) which may be applicable to the American
context are combined to yield the notion of TYPE of
organization.

An exploratory investigation with eight manufacturing
companies was conducted, using interviews, and semi-
projective (sentence-completion) and objective survey

measures. Relationships among PIRO, TYPE, and the emotional

well-being (EWB) of respondents were examined. A strong
relationship between PIRO and EWB was obtained, at the
individual level of analysis (r = .36, s = .,002, N = 64) and
at the organizational level of analysis (r = .72, s = .02,

N = 8). Relationships between TYPE and PIRO (r = .30,

n.s., N = 8) and between TYPE and EWB (r = .33, n.s., N = 8)

were not significant, but in the expected direction.
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INTRODUCTION

The nature of interpersonal relations predominant in
a society is viewed in this study as having a profound
influence on individual and societal well-being.
Consequences of changes in the nature of interpersonal
relations brought about by industrialization and
modernization are examined. The possible role of work
organizations in alleviating some of the more dysfunctional
of these consequences is suggested.

This dissertation is divided into two parts. Part I
consists of a theoretical investigation of primary relations
and social organization. A guiding conviction in this
discussion is that psychological, organizational, and
sociological phenomena cannot be studied in isolation from
each other. An interdisciplinary review and synthesis of
the literature results in the formulation of the following
propositions:

1. 1Individuals need primary relations to achieve

and maintain psychological equilibrium.

2. The stability and adaptability of a society
depend on its ability to develop "moral
solidarity”" in its members.

3. In traditional societies, the system of

primary relations was the mechanism

1
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through which such solidarity was
developed.
4. As societies modernize and industrialize,
the traditional sources of primary
relations weaken.
5. Work organizations, through their choice
of control mechanisms, are able to provide
the environment in which primary relations
can develop. The outcomes would relate not
only to the emotional equilibrium of
individuals and the moral solidarity or
integration of society as a whole, but
also to the efficiency and effectiveness
of the organization itself.
These propositions are the subject of discussion in Part
I (Chapters I through IV). The objectives of this discussion
are limited to elaboration of the concepts contained in the
propositions and of the meaning of the propositions.
Arguments made by various writers that serve to support the
propositions are presented. These arguments are rarely
supported by "data," in the current sense of the word.
While this does not mean they are not empirically derived,
their appeal is mostly to logic. No critique of the
methodology used by these writers is presented in this
dissertation, though inclusion here implies its evaluation

by the writer.
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The issues raised earlier about the sources of
individual and societal well-being have been addressed by
so many scholars in so many fields that it is beyond the
capacity of a single individual to review, let alone
synthesize, all that has been written on the subject. The
selectivity imposed upon the available material is
influenced, in the final analysis, by the writer's values
and biases.

These propositions then form the point of departure for
Part II of the dissertation, which is a report of empirical
testing of a small subset of the assertions contained in
the propositions. The work of Ouchi and his colleagues
(Johnson and Ouchi, 1974; Ouchi, 1981; Ouchi and Johnson,
1978; Ouchi and Price, 1978) provided the impetus for the
effort reported here, which may be viewed as a replication
and extension of their work. |

Chapter V translates proposition 1 and part of
proposition 5 into testable hypotheses. The variables
that emerge from the effort in Part I are described here
in much more detail, especially with the objective of
consfructing instruments capable of measuring them.

Chapter VI describes the instruments which were used
to collect data; some of these instruments were developed
for this study, while others are standardized measures.
The sample from which data were obtained is also described

in this chapter.
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Chapter VII describes the analysis performed on the
data. The-results‘bf'the analysis and hypotheses—testing
are discussed, and some tentative conclusions are reached.
The exploratory nature of the empirical investigation is
emphasized.

Chapter VIII contains a discussion of the lessons
learned from this research experience, pertaining to the
research process itself and to the conceptual or theoretical
aspects. Directions for future research are indicated. The
most important of these are summarized in the last section
of the chapter, along with the major conclusions of the

research.



PART I

LITERATURE SYNTHESIS
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CHAPTER I

PRIMARY RELATIONS AS A DETERMINANT

OF INDIVIDUAL MENTAL HEALTH

This chapter elaborates upon Proposition 1, which
states that individual mental health cannot be achieved
without a history of primary group membership, nor can it
be maintained without continued membership in the same or
different primary groups. In the absence of a background
of being related to others in primary relationships,
individuals will grow up to be alienated and anomic, anxious
and hostile. And when an otherwise psychologically
balanced individual loses his/her primary relationships, -
s/he will be unable to maintain his/her psychological balance
for long without finding other primary relationships.

The concept of "primary relations" is described first,
then some possible components of "psychological equilibrium."
Finally, the relationship between these two concepts, as

stated in Proposition 1, is discussed.

Primary Relations

Primary relations are those relations among individuals
typically found in primary groups. The term "primary group"”

comes to us from Cooley (1962). "By primary groups I mean
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2
those characterized by intim;te face-to-face association
and cooperation" (page 23).

As examples of the most important primary groups,
Cooley lists the family, the play group of children, and
the neighborhood or community group of elders. Cooley
wrote in 1909, hence it is not certain that he would
characterize the modern-day counterparts of these groups
as primary. Even then Cooley noted that "the intimacy
of the neighborhood has been broken up by the growth of
an intricate mesh of wider contacts which leaves us
strangers to people who live in the same house" (page 26).

Ritchie and Koller (1964) have drawn up a more
extensive list of characteristics that distinguish primary
groups from what we may call secondary groups. Primary
groups tend to involve the whole personalities of their
members, rather than fragments or segments of personalities
as in secondary groups. They demand and achieve face-to-
face relationships over long periods of time, whereas
secondary groups rely more heavily upon intervening
media such as pictures, letters, advertisements, and
formal forms of discourse utilized more intermittently.
Primary groups are characterized by a spontaneous,
unrehearsed, relaxed informality, in contrast with the
structured, formal procedures common in secondary groups.
Wirth (1938), in describing urban life as consisting of
mostly secondary rather than primary contacts among people,

suggests that, in secondary contacts, the persons tend to
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8
stand in a relationship of utility to each other in the
sense that the role which they play in each other's
life is overwhelmingly regarded as a means for the
achievement of their own ends.
This distinction between relationships as a means
to an end and relationships as ends in themselves forms

the basis for Tonnies (1940) famous theory of Gemeinschaft

and Gesellschaft. Tonnies seeks to suggest in this

treatise that societies exhibit a decided historical

change from being predominantly Gemeinschaft to being

predominantly Gesellschaft. These are distinguished from

each other primarily by the form of relationships among
people predominant in each type. The fundaméntal
difference in the form of relationship relates to the
kind of human will that underlies the relationship.

When a group or a relationship is willed because those
involved wish to attain through it a definite end and
are willing to join hands for this purpose, even though
indifference or even antipathy may exist on other levels,

then the basis for the relationship is rational will,

in which means and ends have been sharply differentiated.
If people associate because they think the relationship

valuable as an end in and of itself, it is natural will

that predominates. Tonnies identifies five main

Gemeinschaft ties, characterized by being based

predominantly on natural will: between mother and

child, father and child, sisters and brothers, friend and
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friend, and rulers and subjects. By contrast, of course,

Gesellschaft ties are the kind that exist between business-

men and employees, professional and client, and so on.

Warren (1972), in his discussion of the "great change"
in American communities that we will refer to in Chapter
III, specifies the following distinction between primary
and secondary groups:

Where the primary group is intimate, involving

the participation of the 'whole' personality,

the secondary group is more casual, and

individuals participate with only that

segment of their personality which represents

the shared interest . . . a rigid dichotomy is

not indicated, but rather a continuum between

these two extremes (page 60).

The last sentence is significant; primary and secondary
are ideal types that, to a certain extent, coexist in the
same relationship. Thus, while groups in work organizations
are predominantly secondary, they are not devoid of primary
group characteristics. The recognition of the distinction
between "task functions" and "maintenance functions" in
Organization Behavior attests to this. What Thibaut and
Kelly (1959) wish to point out in specifying this distinction
is that, in addition to activities directly serving the
ends for which the group has been constituted, members
engage in activities and interactions which serve an
integrative function, and which are based more on
spontaneous relationships based on sentiment than on
the formal structure of the group. A parallel distinction

is made by Parsons between Instrumental Activity and

Expressive Activity, and is mentioned in this context
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by Warren (1972). It is this same distinction that forms
the basis for the distinction bétween "Initiating Structure"
and "Consideration" roles of the leader, or, as Kerr and
Jermier (1978) put it, for the recognition that people in
work groups seek "guidance" as well as "good feelings."

The description of primary relations may be rounded
out by reference to the ideas of philosopher-poet Buber
(1952), who suggests that people tend to look at other
people and objects either as a series of "Its" and relate
themselves to each It in an I-It relationship, or
alternatively, as "Thous" and relate themselves to each
Thou in an I-Thou relationship. For Buber, the I-Thou
relationship is distinguished from the I-It as mutual
sympathy and compassion are distinguished from manipulation
and exploitation. One might wish for more neutral
descriptors than "manipulation" and "éxploitation" for
relationships in which rational will predominates; in
any case, it is clear that secondary relations may be
expected to have more of the I-It element than primary
relations. Table 1 summarizes the main distinctions
between primary and secondary relations.

This discussion of primary relations may be closed
with some remarks of Maslow's (1954) which are concerned
with his understanding of self-actualizing persons.

His description of the "love of a self-actualizing person"
is remarkably similar to what we have called a primary

relationship.
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There is too much talk in the psychological
literature of rewards and purposes, of
reinforcements and gratifications, and

not nearly enough of what we may call the
end experience (as contrasted with the
means experience) . . . Horney in a

lecture has defined unneurotic love

in terms of regarding others as per se,

as ends in themselves, rather than as

means to ends (pages 254-255; emphasis

added) .

TABLE 1

MAIN DISTINCTIONS BETWEEN PRIMARY
AND SECONDARY RELATIONS

Primary Secondary
Based on Natural Will Based on Rational Will
Ends in themselves Means to an end
Whole persons involved Segments.of persons involved

Face-to-face interaction Mediated interaction
Long-term Often brief

Frequent contact Intermittent contact
Spontaneous and informal Structured and formal

Warm, intimate, personal Indifferent and impersonal

I-Thou I-It

In this section, one of the key concepts of Proposition
1 has been described in some detail. In the next section,
the other key concept of Proposition 1, psychological
equilibrium, is described. It may be noted at the outset
that, for the purposes of this project, the terms "mental
health," "emotional well-being," and “psychological

equilibrium" are considered to be equivalent.
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Psychological Equilibrium

Individuals interact with their environments as they
seek satisfaction of their animal and human needs, and
as they seek to exercise their capabilities. 1In doing so,
they face many situations containing potential problems
some minor, some major, many of them involving other
people. Bradburn (1969) arrives at a definition of "mental
health" in the following passage.

The fact that human beings are not self-
sufficient but must live in an interdependent
society where other human beings are also
engaged in the pursuit of their goals and
desires leads inevitably to a succession
of interpersonal conflicts. For the most
part, the rules of social life establish

a framework in which individuals are able
to interact with each other and to help
each other toward the mutual satisfaction
of their goals. But inevitably situations
occur in which the course of life does not
go smoothly, and problems arise. The
ability to cope with these difficult
situations without undue pain to

oneself or others is one of the common
criteria used for distinguishing 'mental
health' (page 2).

White (1959) develops the concept of "competence" as
"an organism's capacity to interact effectively with its
environment." While this is a more neutral concept than
Bradburn's definition of mental health in that it makes

no reference to avoiding "undue pain to others," one may
reasonably assume that "effective" interaction at least
subsumes "without undue pain to others."

Without disagreeing with Bradburn or White, one may

add that this ability to cope affords a measure of self-

confidence to the mentally healthy individual which
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characterizes his or her dealings with the environment. It
is the facing of each day and each situation without anxiety
that defines for us an individual who has achieved
psychological equilibrium; and if the individual is able
to emerge from each situation without any substantial loss
of equilibrium, then he has succeeded in maintaining his
psychological equilibrium. This definition applies equally
to the socially adapted individual and to the individual
engaged in socially maladapted behavior: a criminal is
‘not automatically to be characterized as lacking in mental
health.

Ouchi and Johnson's (1978) pioneering work, which,
as stated before, this study will attemot to partially
replicate and extend, measures "emotional well-being" by
the following dimensions: happiness, doing well in 1life,
positive affect, perceived efficacy, anxiety, hostility,
negative affect, and anomie. In the following pages two of
Ouchi and Johnson's eight dimensions--Anomie and Perceived
Efficacy--are discussed in some detail, because of their

special relevance to the present theoretical framework.

Anomie
Anomie is most commonly conceptualized as "normlessness."
The scale used by Ouchi and Johnson (1978) measures an
individuals "generalized pervasive sense of self-to-others
belongingness at one extreme compared with self-to-other
distance and self-to-others alienation at the other pole

of the continuum" (pages 305-306). With reference to the
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passage from Bradburn (1969) quoted above, Anomie is the
subjective state of individuals who do not have in their
possession the "framework of rules of social life."
Durkheim (1951), who brought the concept into the mainstream
of sociological thought, thinks of Anomie as the lack of
"moral regulation" in the activities of individuals. Gould
and Kolb (1965) have abstracted from the work of MacIver
the following description of Anomie:

The fulfillment of the process of desocial-

ization, the retreat of the individual into

his own ego, the skeptical rejection of all

social bonds . . . the state of mind of one

who has been pulled up from his moral roots,

who has no longer any standards but only

disconnected urges, who has no longer any

sense of continuity, of folk, of obligation

(page 9).

Blauner (1964) thinks of Anomie as "social alienation,”
and other writers have given slightly different
interpretations of the concept, as a perusal of the
collection of readings edited by Marcson (1970) makes
evident.

There is ample justification for viewing Anomie as a
component of poor mental health, since it is clear that
Anomie is likely to be an uncomfortable state in and of itself.
Thus, Durkheim (1951) traces the cause of a peculiarly
modern type of suicide to Anomie. It is also likely that
the anomic individual's dealings with the environment will
be wrought with anxiety as he attempts to produce behaviors

that would result in satisfying outcomes without the help

of "rules of social life." One way to conceptualize this
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experience would be to suggest that the anomic individual
experiences each situation as unique and unrelated to any
other situation. This is equivalent to being confronted
with more stimulation than the individual is able to
relate to. Such overstimulation would lead to anxiety,
stress, and immobility. Another image useful in this
context is to view social norms as the rudder with the help
of which individuals steer through the innumerable social
situations of daily living. The lack of direction, control,
and stability suggested by the image of a rudderless ship
in often turbulent waters is an apt representation of the
experience of the anomic individual.

Anomie is an important concept in this dissertation for
another reason, namely, as the psychological counterpart of
the idea of "moral solidarity," which is a key concept in
Propositions 2 and 3. While "moral solidarity" will be
discussed in detail in Chapter II, it might briefly be
suggested here that a society lacking "moral solidarity"

is a society composed of anomic individuals.

Perceived Efficacy
Inkeles and Smith (1974), the source from which Ouchi
and Johnson (1978) obtained their scale for Perceived
Efficacy, define the concept in terms of the belief that
man can learn how to exert considerable control over his
environment. The efficacious individual would tend to
advance his own goals, rather than being dominated by the

forces created by more powerful men or by nature itself.
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The sense of efficacy . . . includes, as well,

the sense that one can effectively do something

if officials are proposing what one considers

to be a bad law, and the belief that care will

help prevent accidents, that human nature can

be changed, that men can arrange their affairs

so that even nations can live in peace. [The

efficacious individul] would express his

confidence in his ability, alone and in

concert with other men, to organize his

life so as to master the challenges it

presents at the personal, the interpersonal,

the communal, the national, and even the

international levels (Inkeles and Smith, 1974,

page 22).

While Ouchi and Johnson view Perceived Efficacy as a
component of emotional well-being, it may be argued that
Perceived Efficacy is by itself simply an orientation or
generalized expectancy acquired by the individual from his
experiences in a particular cultural milieu. Lack of
Perceived Efficacy may or may not be associated with
poor mental health. For example, the perception of
Personal Efficacy in the face of uncontrollable negative
events may result in feelings of guilt and in disequilibrium.

The relationship of Perceived Efficacy to psychological
equilibrium is evident, however, in the contribution it
may make to the self-confidence of the individual, a
characteristic of mental health suggested earlier. White
(1959) also talks about a "feeling of efficacy" in the
context of his discussion on competence. One may also note
the striking similarity between the concept of Perceived
Efficacy and Internal Locus of Control, a concept developed
by Rotter (1966) that has subsequently become a central

construct of personality theory (see Lefcourt, 1972, 1976;
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Phares, 1976). Lefcourt (1972), in a major review article,
defines Locus of Control as:

The degree to which individuals perceive the

events in their lives as being a consequence

of their own actions, and thereby controllable

(internal control), or as being unrelated to

their own behaviors and, therefore, beyond

personal control (external control). It is a

generalized expectancy, an abstraction developed

from a host of experiences in which expectancies

have been met with varying degrees of validation

(page 2).

Throughout the book written four years later, Lefcourt
(1976) refers to this concept as "perceived control,"
bringing it even closer to the idea of Perceived Efficacy
being discussed here as a possible contributor to confidence
in one's ability to cope with contingencies presented by the
environment.

The perception that events in one's life are not related
to one's actions and are therefore uncontrollable may also
result in feelings of powerlessness under certain circum-
stances. Lefcourt and Ladwig (1965) used a Powerlessness
scale developed by Dean (1969) as a "second" test of
perceived control. Powerlessness is a fundamental
characteristic of Alienation. Marx, whose characterization
of man in capitalist society as alienated remains the
starting point for all discussions of the phenomenon, finds
the root of Alienation in the relationship of labor to its
product.

. . « the object produced by labor, its product,

now stands opposed to it as an alien being, as a

power independent of the producer. The alienation

of the worker in his product means not only that his
his labor becomes an object, assumes an external
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existence, but that it exists independently
outside himself, and alien to him, and that
1t stands opposed to him as an autonomous
power (Marx, 1963; pages 122-123).

For Marx, the "product of labor" that now stands
opposed to the worker as an autonomous power is capital, the
means of production. Marx finds the first characteristic
of alienation in the fact that labor! finds itself in a
relationship of relative powerlessness to its own product,
the means of production. Ollman (1971), in his analysis of
Alienation, also attaches primary importance to the relation-
ship between Alienation and Powerlessness: ". . . Marx
claims that one of the manifestations of alienation is that
'all is under the sway of inhuman power'" (page 132).
Powerlessness as an aspect of Alienation is a fundamental
precept of more recent students of Alienation as well.
Faunce (1968) describes Alienation as' Powerlessness,

Normlessness and Meaninglessness. Melvin Seeman (1959) adds

lIt is important to remember that by "labor" Marx refers
not to workers but activity of workers; furthermore for
Marx "worker" is not the "blue-collar worker" on whom modern
studies of alienation have primarily focused (see Marcson,
1970), but all individuals who work--that is, mankind as a
whole. The fact that it is not merely the proletariat but
"man in capitalist society" who is alienated 1is brought
forth clearly in Ollman's (1971) analysis of Alienation:
"The connection Marx sees between proletarian alienation
and that of the rest of mankind is expressed in his claim
that 'the whole of human servitude is involved in the
relation of the worker to production, and every relation of
servitude is but a modification and consequence of this
relation.'" Not only "workers" but capitalists and consumers
as well suffer from Alienation. Alienated work has the
character that "it is not the satisfaction of a need, but
only a means for satisfying other needs" (Marx, 1964; page
125). Capitalists and managers are not excluded from this
phenomenon.
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to this list two further meanings of Alienation--Isolation
and Self-Estrangement. In his discussion of Alienation as
Powerlessness, he writes:

The idea of alienation as powerlessness is,
perhaps, the most frequent usage in current
literature. The contributors to Alvin
Gouldner's volume on leadership, for example,
make heavy use of this idea; as does the work

of C. Wright Mill--and, I suppose, any analysis
of the human condition that takes the Marxist
tradition with any seriousness. This variant

of alienation can be conceived as the expectancy
or probability held by the individual that his
own behavior cannot determine the occurrence of
the outcomes, or reinforcement he seeks (page ~784;
emphasis in original).

In short, the concepts of Perceived Efficacy and Locus
of Control are shown to result in feelings of powerlessness
and alienation, under certain circumstances. The problems of
Anomie and Alienation, examined a century ago by Durkheim
and Marx, seem not to have lost their relevancy for
discussions of the current human and social condition.

Relationship between Primary Relations
and Psychological Equilibrium

Participation in a primary group is at least a
necessary condition for the achievement and maintenance of

psychological equilibrium. The reference to the achievement

of psychological equilibrium implicates the complex dynamics

of the development of personality, while the maintenance of

psychological equilibrium refers to successful coping with
the problems of daily life. The two processes are not
independent of each other; maintenance assumes the prior

achievement of relative psychological equilibrium, while
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the achievement of equilibrium is strengthened and
consolidated with the successful coping with daily life
(as well as being subject to degradation with failure to
cope) .
Role of Primary Group Membership in
Achievement of Psychological
Equilibrium: Anomie

Membership in primary groups is a necessary, though not
sufficient, condition for the achievement of psychological
equilibrium. Sociologicai and psychological evidence is
quite persuasive with regard to this hypothesis. Cooley
(1962) , with whom the concept of primary groups originated,
states that primary groups are: ". . . primary in several
senses, but chiefly in that they are fundamental in forming
the social nature and ideals of the individual (page 23).

For the individual to internalize the "rules of social
life," or, more broadly, for him to internalize social norms
regarding the ends to be sought and the means by which he
may seek these ends, he must experience the moral force of
these norms. Secondary relations do not contain the
potential for this experience. 1In other words, if it is the
social existence of man that determines his consciousness,
as asserted by Marx (1971), then his "social existence"
must provide the experiences from which he abstracts social

norms of behavior, and makes them part of his consciousness.

2 . .
It is not being suggested that this abstraction and

internalization is a conscious process, nor that these norms
exist in a form that can be verbalized.
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Now one way to conceptualize social existence is to
distinguish in it primary from secondary relations. What
is being suggested here is that secondary relations do not
contain the potential for the necessary experiences because
they do not have a hold over the individual strong enough
for him to feel the weight of the sanctions that follow
deviance from the norms.

Implicit in the above statements is a model of human
behavior that assumes that individuals seek positive outcomes
from their interactions with objects and people in their
environment. Which positive outcomes are most intently
sought depends on a host of.subjective and objective factors,
but an outcome that is desired in early childhood and
generally continues to be desired in adulthood is to be
noticed and accepted (Jersild, Telford, and Sawrey, 1975).
But the significant point for this diécussion is that such
notice and acceptance is differentially valued depending on
the relationship between the individuals concerned. Even the
young child discriminates between primary and secondary
relationships by showing considerably different levels of
need for notice and acceptance from mother as compared to,
say, the postman. Sullivan (1953) has developed quite fully
the point that a child is not affected equally by all the
people with whom he comes in contact. A child's self-
evaluations are influenced dominantly by the "significant
others" in his social world. The child is born into a given

culture with criteria and standards of worth already defined
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and established. From the moment of birth, the child is
subject to a set of built-in rewards and punishments for
being or failing to be a certain type of person and for doing
or not doing certain things. He comes to evaluate himself
and his worth as an individual in terms of these social
reinforcements. The point to be emphasized is that these
social reinforcements are effective only if they come from
"significant others," that is, from people who have primary
relations with the child.

In the complex interaction between parents and

child, the person not only learns about the

conventions and standards that govern social

life, but he also internalizes them, that is,

incorporates them in his own personality. The

process by which values and specific rules are

internalized is complex, but it is usually tied

closely to the intimate relations between children

and parents (Sullivan, 1953, page 336; emphasis
added) .

All development does not occur in the parent-child
relationship, of course. Later experiences with peer groups
and with other adults also have profound implications for
the achievement of psychological equilibrium, but in all
of these cases as well, it is from primary relations that
the greatest influence flows. It is not being suggested
that having primary relations is sufficient in itself for
the achievement of psychological equilibrium, only that it
is necessary. Furthermore, primary relations do not

guarantee the development of socially adaptive personalities.

For example, Haimowitz (1966) has developed the hypothesis
that the only way a person can become a professional

criminal is by getting the idea that he is expected to be
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an outlaw by those -whom he takes seriously: his parents,

friends, neighbors, or teachers (emphasis added). A great
number of forces influence the achievement of a stable and
well-adapted personality. There is no intention to discuss
all of these here, only to indicate that one necessary
condition for the achievement of psychological equilibrium
is the existence of primary relations. In the absence of
primary relations, experiences in which the worth of the
"rules of social life" are impressed upon the consciousness
cannot occur. The resulting paucity of internalized norms
is what we have identified as anomie.
Role of Primary Group Membership in
Achievement of Psychological
Equilibrium: Alienation

Bronfenbrenner (1972) expresses a sense of alarm about
the social and political apathy of the majority of students
surveyed by Yankelovich (1972). While perceiving gross
injustice in the major institutions of their society, most
students are apparently not motivated to do very much about
it. Bronfenbrenner suggests that this apathy is caused by
feelings of powerlessness and defeat which result from a
decrease, over a 25-year period, in all spheres of
interaction between parents and children. Among the causes
of this decline are changes in the structure of the family--
working mothers, single-parent families--and the influence
of television. Bronfenbrenner quotes from the revort
prepared for the White House Conference on Children (Report

to the President, 1970):
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The primary danger of the television screen lies
not so much in the behavior it produces as the
behavior it prevents--the talks, the games, the
family festivities and arguments through which
much of the child's learning takes place and

his character is formed. Turning on the
television set can turn off the process

that transforms children into people.

We may mention briefly here the observation in the introduc-
tion by Rieff to the 1962 reprint of Cooley's Social

Organization that the TV penetrates even the bedroom:

"Television in the bedroom helps the members of even that
sticky primary group [to] ignore each other" (page xiv).
The clue to the process by which this decline in
interaction in a primary group results in the apathy and
feelings of powerlessness of youth is contained in
Bronfenbrenner's suggestion that it is primarily through
observing, playing, and working with others older and

younger than himself that a child discovers what he can do

and who he can become (emphasis added). This sense of

control over actions and over one's personality will not
develop in an environment that does not provide the
individual an opportunity to actively manipulate his
physical and social environment, and to learn from the
consequences of such activity. Clearly, secondary relation-
ships do not provide such an environment, both because of
the paucity of interactions in which the individual attempts
to influence the other person's behavior, as well as because
of the relatively lower value of social reinforcement
obtained from secondary sources. The lack of a sense of

personal efficacy that results from a childhood in which
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secondary relationships predominate may result, as suggested
earlier (page 19), in feelings of powerlessness and apathy.
Ritchie and Koller (1964) emphasize the time element
as the reason for the importance of the primary group:

The longer the exposure to others, the greater
the impact . . . the less the exposure to
others, or if the relationship is fleeting,
passing, or momentary, as is true of many
secondary groups, then the more shallow are

the results in personality-building. . . . It
is true that secondary-group situations also build
personalities, but by comparison with [primary
group] experiences, they are less profound in
their impact and can be more easily nullified
by other secondary and especially primary group
circumstances (pages 77-78).

The emphasis on the time element is especially significant
to this discussion, because stability of employment is the
most important of the characteristics of work organizations
that will be hypothesized to be related to emotional well-
being (see page 80).
Role of Primary Group Membership in the
Maintenance of Psychological Equilibrium
Durkheim
In discussing the role of what he calls "occupational
groups" in social life, Durkheim reveals his views on the
relationship between primary group membership and emotional
well-being in the following words:
[The individual] . . . suffers from pain and
disorder produced whenever inter-individual
relations are not submitted to some regulatory
influence (of an occupational group). That is
why when individuals who are found to have
common interests associate, it is not only to
defend these interests, it is to associate, that

is, not to feel lost among adversaries, to have
the pleasure of communing, to make one out of
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many, which is to say, finally, to lead the
same moral life together (page 15).

Durkheim's work is more concerned with the sources of "moral
solidarity" of the members of a society, and will be
diséussed in detail in Chapter II below. One of his ideas
that is relevant here, however, is his prescription of
establishing occupational "corporate groups" to correct the
state of anomic deregulation in which society finds itself.
Durkheim found it necessary to add a lengthy preface to the

second edition of The Division of Labor in Society (Durkheim,

1933) to comment on this "urgent and significant" need.
Durkheim is alarmed at the lack of sources of occupational
ethics, especially since he finds that an increasing number
of individuals pass their lives almost entirely in the
industrial and commercial world, and are consequently
spending the greatest part of their existence outside the
moral sphere. Durkheim feels that:

An occupational activity can be efficaciously

regulated only by a group intimate enough with

it to know its functioning, feel all its needs,

able to follow all their variations. The only

one that could answer all these conditions is the

one formed by all the agents of the same industry,

united and organized into a single body. This is

what is called the corporation or occupational

group (page S).
In addition to the primary group character alluded to in
the above passage, Durkheim mentions permanence as a
necessary characteristic of the occupational group if it

is to serve its function of moral regulation, a fact that

becomes significant in the light of discussion in Chapter IV.
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Marx

Marx emphasizes man's productive activity as being his
most significant experience in the shaping of his
consciousness. Ollman (1971) quotes Marx:

The whole character of a species . . . is

contained in the character of its life

activity. At the core of life activity is

productive work. . . . Productive activity is

the life of the species. What [individuals]

are '. . . coincides with their production,

both with what they produce and with how they

produce' (page 111).

In examining man's productive activity in the society
which he is investigating, Marx (1963) finds that man's work
is not the satisfaction of need, but only a means for
satisfying other needs. It is from this alienated nature
of man's relationship to his productive activity that Marx
draws his conclusions about man's alienation from his species
as well as from himself. "A direct consequence of the
alienation of man . . . from his life activity . . . is that
man is alienated from other men" (page 129). Presumably,
this occurs because man relates to other men as means to an
end rather than as ends in themselves. "Every man regards
other men according to the standards and relationships in
which he finds himself placed as a worker" (page 129). 1In
other words, since workers find themselves alienated from
their productive activity, they regard other men accordingly
as well. This "alienation from other men" is, of course, no
different than what we have identified as anomie. We can

conclude, therefore, that Marx finds man in a state of

alienation and anomie because he relates to his life activity
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and to other men as means to an end, that is, because his
relations to other men are of the nature of secondary
relations. This does not directly suggest that primary
relations are essential for unalienated and socially
integrated individuals to emerge, but one can justifiably

make that inference.

Homans

While Homans (1950), in his classic study of human
groups, does not distinguish between primary and secondary
groups, he does make clear that he is dealing with "small
groups,"” which share many of the characteristics of primary
groups. Homans is guite direct and emphatic about the
role of (small) group membership in the maintenance of
psychological equilibrium:

Now all the evidence of psychiatry . . . shows
that membership in a group sustains a man,
enables him to maintain his equilibrium under
the ordinary shocks of life, and helps him to
bring up children who will in turn be happy and
resilient. If his group is shattered around him,
if he leaves a group in which he was a valued
member, and if, above all, he finds no new
group to which he can relate himself, he will,
under stress, develop disorders of thought,
feeling, and behavior. His thinking will be
obsessive, elaborated without sufficient
reference to reality; he will be anxious or
angry, destructive ta himself or to others;

his behavior will be compulsive, not controlled;
and . . . he will, as a lonely man, bring up
children who have a lowered social capacity
(pages 456-457).

Summarx

Views of many scholars have been gathered together in

this chapter to support Proposition 1, which states:
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Individuals need primary relations to achieve and

maintain psychological equilibrium.

Primary relations are defined in various overlapping
ways, but most fundamentally as ends in themselves rather
than as means to an end. Psychological equilibrium is
conceptualized as the ability of the individual to face each
day and each situation without anxiety, and to emerge from
each situation without loss of equilibrium. Membership in
a primary group is shown to be, in the view of many authors,
necessary for the achievement and maintenance of psychological
equilibrium. In the next chapter, the role of primary

relations in the achievement and maintenance of sociological

equilibrium is discussed.
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CHAPTER II

PRIMARY RELATIONS AS A DETERMINANT

OF SOCIETAL HEALTH

This chapter elaborates upon Propositions 2 and 3, which
state that the stability and adaptability of a society depend -
on its ability to develop "moral solidarity" in its members,
and that such solidarity was developed, in traditional
societies, through the system or network of primary
relations. It is suggested that, in the absence of a certain
degree of homogeneity of norms and values in its members, a
society's stability and ability to respond effectively
to environmental contingencies are impaired. It is further
suggested that in pre-industrial, traditional societies,
such homogeneity of norms and values was a consequence of
the participation of individuals in group life. The process
by which this development of homogeneity occurs is described.
The chapter is divided into two sections, each dealing with

one of the propositions.

Societal Health and "Moral Solidarity"

Societal Health
It may be useful to think of the stability and
adaptability of society as "sociological equilibrium" in

close analogy with "psychological equilibrium" of

30



Soc;

ang



31

individuals. If psychological equilibrium may be understood
as persistence in the smooth and coordinated functioning of
the "vital functions" of the person, sociological stability
may be understood as persistence in the smooth and
coordinated functioning of the "vital functions" of society:
production, distribution, communication, government, justice,
etc. Just as individuals demonstrate psychological resiliency
when they emerge from potentially stressful situations
relatively unscathed (and maybe even stronger), societal
adaptability is the ability of the society to maintain its
essential stability while at the same time changing to
achieve a new equilibrium with a changed internal or
external environment. The relationship between the idea of
"adaptation to change" and "coping with contingencies
presented by the environment" may be noted in this context.
If the contingency presented by the environment becomes an
enduring part of the environment, continued successful
coping with it becomes equivalent to adaptation to change.
The reference in Chapter I to "coping ability" of the
individual as an ingredient of psychological equilibrium
has, as its sociological counterpart, the ability of a
society to respond effectively, i.e., successfully, to
contingencies presented by the internal or external
environment.

The problem of sources of stability and adaptability of
societies is basic to sociology and to political economy,

and analogous problems are basic to many other fields as
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well. As suggested above, a central problem of psychology
might be stated as "the achievement and maintenance of the
stability and adaptability of individuals." In economics
and political science, many scholars have dealt with the
problem of balancing the needs for continuity and change,
or freedom and control.

. « o the distinctive modern problem is to have

freedom (enough and of the right kind) for change

and progress, without having so much (and of the

wrong kind) as to bring chaos or to destroy

itself (Knight, 1948, page 493).

Similarly, organization theory is concerned with an
identical problem when it discusses the relationship
between the organization and the envirénment. For example,
Thompson (1967) develops a theory that seeks to explain
the structures and processes by which organizations, while
adapting to the changing environment, manage to protect

the stability of their "technical core.">

3Piaget's (1971) thought-provoking synthesis of his
life-work provides the even more startling suggestion that
the simultaneous achievement of stability and adaptability
is a central problem in Biology as well as in Epistemology:
it informs and channels the "construction" of the individual
organism, of the species (evolution), and of the intelligence.
The essential characteristic of life, for Piaget, is this
property of conservation in the face of transformation, the
property of biological structures of adapting to the environ-
ment while preserving the integrity of the already existent
structures as well as the property of the structures of
intelligence of changing to incorporate new information
while retaining the essential elements of the structures
already constructed. Building on these parallels between
Biology and Knowledge, Piaget amasses evidence for an
essential continuity between Biology and Knowledge, between
the organism, man, and the highest products of his mind, that
is profound in content and implications.
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One perspective on the question of stability and -
adaptability of society may be obtéined by consiééringAan
organization and extrapolating to society as a whole. 1If
an organization were infinitely adaptable, the people it
served could vary infinitely, inter-individually as well as
intra-individually over time, and the organization would
simply adapt to the specific client. If people were
infinitely adaptable, then the organizations they use could
vary infinitely, inter-organizationally and intra-
organizationally. If organizations were absolutely invariant,
at least intra-organizationally over time, people could
"standardize" their dealings with these organizations, since
they could predict accurately the behavior of the
organizations. 1If, finally, people were absolutely
invariant, inter-individually or intra-individually over
time, organizations could standardize their every operation,
product, and service. Far from being infinitely adaptable,
of course, organizations (and institutions and society) have
a great deal of inertia, because it requires tremendous
energy to adapt, and because individuals, who form the core
of organizations, are not infinitely adaptable. This inertia
of social systems places a definite limit on the variability
of the clients they can serve. Similarly, the inertia of
human beings, their inability (or unwillingness) to adapt to
an infinite variety of organizations, places a limit on the
forms organizations can take. The existence of inter-

individual invariances in the goals people seek, and in the
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means they employ to achieve these goals, is what has been
called "moral solidarity-"4 Without such inter-individual
invariances of values and norms, all predictability from
social life would disappear, and the organizations and
institutions of the society would, under the pressure of too
much variation in the demands placed on them, sink into
anarchy and impotence. This lack of stability would be
accompanied by a lack of adaptability to challenges placed
on the society, both from within and from external sources,
since a group of individuals pulling in different directions
cannot produce a unified response to threats, and without
unified response no civilization has been able to survive
the forces of disintegration.

At the level of the tribe, the village, the small
group, at the level that is, of a social unit
each of whose members can have some firsthand
knowledge of each of the others, human society,
for many millenia . . . has been able to cohere.
And almost every . . . civilization has worked
out and adopted a single body of values and
beliefs, shared in some degree by all the
citizens. The appalling fact is that, after
flourishing for a span of time, every civiliza-
tion but one has collapsed. The ruling class . . .
has lost its capacity to lead; the formal
organizations that articulated the whole have
fallen to pieces; . . . A civilization, if it

is to maintain itself, must preserve at least

a few of the characteristics of the group,

though necessarily on a much expanded scale.
Civilizations have failed in failing to solve
this problem (Homans, 1950, pages 454-456).

4The existence of intra-individual invariances can
be viewed as a component of psychological equilibrium,
as brought out in the term, "stable personality."
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"Moral Solidarity"

The notion of "moral solidarity" or inter-individual
invariances in goals and means emerges in the -above
discussion as an essential ingredient of sociological
equilibrium. Just as psychological equilibrium demands an
integrated personality, in which the various segments of the
personality bear a consistent and synergetic relationship
with each other and with the whole, so also the stability
and adéptability of a society depends on the achievement
and maintenance of "moral solidarity" or integration, in
which the various segments of the sociological entity bear
a consistent and synergetic relationship with each other and
with the whole. Such "moral solidarity" exists in a society
when norms and beliefs about individual and social goals to
be pursued, and the means to be used, are widely shared by
the members of the society. Such solidarity has, as cause
and consequence, a self-imposed or internalized regulation
of individual behavior, resulting in the smooth and
coordinated functioning of the various segments of society.
Thus: Angell (1951, 1974) describes moral integration
as the degree to which the life of the group proceeds in
terms of shared ends and values, and as a sense of mutual
responsibility for each other and a loyalty to the
institutions of the group. Angell measures the moral
integration of American cities by "welfare" and "crime"
indices, the former assumed to be positively related to

moral integration, since it identifies the degree to which
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-a community "pitches in" to meet the needs of its members,
and the latter clearly negatively related tomoral integration.
Durkheim (1933), from whom Angell obtains the theoretical
justification for his empirical study, thinks of "moral
solidarity" as the links that bind the people of a society
together, as the "glue" that enables societies to cohere and
to respond as an entity, that is, as a unified whole, to
contingencies presented by the environment.

It must be pointed out that Durkheim's concept of
"moral solidarity" is evaluatively neutral: "moral" is
a reference not to "good" or "desirable," only to the
operation of group consciousness in the feelings and behavior
of individuals. The term as used in this dissertation has
the same neutral meaning. Its continued use here is
justified since Durkheim's concept has consistently been
translated into "moral solidarity." The term is enclosed
in quotation marks whenever it occurs to remind the reader
of its special meaning.

The dilemma is, as suggested by the quote from Knight
(page 32), that there are strong limits on the degree of
inter-individual invariance that is possible or even
desirable. Human variation is rightly considered the source
of all "progress," the source of new ideas that form the
basis of improving man's ability to cope with the complex
environment and provide for man's increasing needs.
Furthermore, history is replete with examples of the self-

and other-destructive potential of societies that have
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managed to develop a high degree of "moral solidarity" in
their members. The potential created by cohesiveness can be
quite easily misused if the reins of power fall into the
hands of morally cailous people. Finally, many of the means
for inculcating "moral solidarity"--for example, force or
coercion, like brainwashing--are firmly rejected by most
"free" societies.

It is not necessary to review here the historical
circumstances that released the individual from the "apron
strings" of the ruling or governing classes, especially in
the United States, but one wonders if the same motion did
not also sever the umbilical cord that provided sustenance
not only to the individual but to the firmament that held
societies together. While the ties of the vassal to the
feudal lord were based on exploitation, and are not being
defended here, the question nonetheleés remains: what are
the consequences for society of the loss of the sources of
"moral solidarity" that the breaking of this tie represents?

This section suggests that a oroblem fundamental to the
achievement of sociological equilibrium is the achievement
and maintenance of "moral solidarity" among the members of
society. Earlier, it was suggested that only primary
relations contain enough "moral force" for the transmission
of values and norms from one person to another. These
ideas, then, lead logically to the suggestion contained in

the next section.
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"Moral Solidarity" and Primary Relations

Proposition 3 states that in traditional societie;, the
system of primary relations was the mechanism through which
"moral solidarity" was developed. Much of the discussion in
‘this section is based on the work of Durkheim, who held an
enduring interest in "moral solidarity" and its psychological
counterpart, "moral regulation" in the individual, the lack
of which is called anomie. Cooley's views are also of

interest in this section.

Durkheim

Durkheim's (1933) The Division of Labor in Society might

well have been subtitled "Sources of Moral Solidarity in
Traditional and Modern Societiés," since this is his main
concern in the book. He notes that, while being a social
fact of the first order, "moral solidarity" depends on the
individual: in order to exist, it must be contained in the
physical and psychical constitution of individuals. This
fact is what makes the lack of moral solidarity a
sociological counterpart of anomie. 1In tracing the sources
of social solidarity, Durkheim finds it necessary to
distinguish between mechanical solidarity and organic
solidarity. The type of solidarity that exists in
"primitive" or traditional societies is mechanical. The
primary group was fundamental to the formation of mechanical
solidarity.

Mechanical solidarity emerges from the shared

sentiments of the members of the group, from what Durkheim



«
o

(R
C

wr
Y

Tes

the



39
calls the collective or common conscience--the totality of
beliefs and sentiments common to average citizens of the
same society. There are, in each of us, according to
Durkheim, two consciences: one which is common to our group
in its entirety, which is "society living and acting within
us"; the other represents that in us which is personal and
distinct.

Solidarity which comes from likenesses is at

its maximum when the collective conscience

completely envelops our whole conscience and

coincides in all points with it. But, at

that moment, our individuality is nil . . . we

are no longer ourselves but the collective will.

(Durkheim, 1973, page 73).

In the solidarity produced by the lack of differentia-
tion between the individual and the group, where individual
identity and will are nothing other than the group identity
and will, the social molecules cohere simply because they
have no actions of their own, as the molecules of inorganic

bodies. (This is the analogy from which Durkheim obtains

the term mechanical solidarity.)

In terms of the previous discussion, mechanical
solidarity is the relative lack of inter-individual variation
of.values and norms. Durkheim finds the proof of the
suggestion that this type of solidarity predominates in
primitive societies in the fact that penal or repressive
law is predominant, relative to restitutive law, in these
societies. Repressive laws are distinguished from
restitutive laws by the kinds of sanctions attached to

them. 1In repressive law, the essence of the sanction is the
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imposition of suffering on the criminal. It makes demands
on his foétune,'of'oh his honor, or on his life, or on his
liberty. Repressive law is aimed at the control of actions
that offend the collective conscience, control of crime that
shocks sentiments "found in all healthy consciences."
Repressive law does not set forth the obligations but
specifies only the sanctions, because the obligatory rule

associated with it is known and accepted by everybody. "An

action does not shock the common conscience because it is
criminal; rather, it is criminal because it shocks the
common conscience." Restitutive law, by contrast, is
concerned not with the imposition of suffering for the agent,
but in the return of things as they were, not in offenses
of a "moral" nature but in offenses involving breach of
contract. There is no loss of honor attached to defeat in
litigation involving restitutive law. We may suggest with
justification that repressive law regulates relationships
based on natural will and restitutive law regulates
relationships based on rational will.

Durkheim's point is simply that the predominance of
repressive law in primitive societies is an indication of
the strength of the collective conscience relative to
"individuality." But what is the source of this greater
strength? Durkheim does not directly deal with this
question, but the following passage contains a clue to the
answer he might have given:

We have only to notice what happens, particularly
in a small town, when some moral scandal has just
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been committed. They stop each other on the

street, they visit each other, they seek to come

together to talk of the event and wax indignant

in common. From all the similar impressions

which are exchanged, from all the temper that

gets itself expressed, there emerges a unique

temper, which is everybody's without being

anybody's in particular. That is the public

temper (page 102).

We may presume that it is not only in response to the
commitment of moral scandal that interpersonal interaction,
the source of the "public temper," takes place. Scandal
assumes a prior standard, and a similar process must
underlie the establishment and continued acceptance of the
standard. In other words, the process of socialization
implicated in the internalization of the "rules of social
life" is identical to the process of the development of
"mechanical solidarity," with the same important role
played by primary relations in the latter as in the former.

Tonnies' (1940) distinction between natural and
rational will that was suggested as the basis for the
distinction between primary and secondary relations (see
page 8) 1is parallel to the distinction Durkheim (1915)

makes between the "sacred" and the "profane" in The

Elementary Forms of the Religious Life. In this work we

again find the importance of the group in the life of
traditional societies. In seeking the source of the sacred
character of objects used by Australian aborigines,
Durkheim suggests that it emanates from a force that is

felt by the members of the tribe when they assemble

for religious ceremonials. 1In these ceremonials,
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which may last days or months and which are entirely

separated from the "profane" utilitarian life of the tribe,

men feel overpowered by a force greater than themselves,

which results from the collective effervesceance of the

occasion. The totem, which symbolizes this sacred energy,
at the same time symbolizes the clan group as a whole.

"So if it is at once the symbol of the god and of the
society, is that not because god and the society are one?"
(Quoted by Giddens, 1971, page 109). In other words, the
totemic principle is the clan group itself. Society
commands both obligation and respect, the dual characteristics
of the sacred, and the superiority of the sacred in fact
symbolizes the superiority of society over the individual.
The individual believes himself to be held to certain ways
of behavior which are imposed upon him by the nature of the
sacred principle with which he feels he is in communion..
The religious beliefs are the same as the moral ideals upon
which the unity of society is founded. 1In the religious
ceremonial individuals, who are liable to become detached
from these ideals in their activities in the day-to-day
life in the profane world where they pursue their own
egoistic interests, renew and reaffirm their identity with

the collective conscience.

The only way of renewing the collective repre-
sentations which relate to sacred things is to
retemper them in the very source of religious
life, that is to say, in assembled groups. Men
are more confident because they feel themselves
stronger; and they really are stronger, because
forces which were languishing are now reawakened
in the consciousness (Durkheim, 1915).
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The dual outcomes of psychic strength and moral
solidarity from membership in the group life is what is
being emphasized here. The phenomenon is not restricted to
the religious life of primitive peoples, of course. All
religions have performed similar functions. Thus, Homans
(1950) suggests that, until recently, Christianity was the
"single body" of values and beliefs for Western societies
that allowed it to cohere. But the identification of the
"sacred" with what emanates from the group and of the
"profane" with what emanates from the individual ego is
the peculiarly Durkheimian proposition that is of special

significance here.

Cooley

Cooley's (1962) ideas regarding the fundamental
importance of primary groups in forming the "social nature
and ideals" of the individual are relevant in the context of
the present discussion:

The result of intimate association, psychologically,

is a certain fusion of individualities in a common

whole, so that one's very self, for many purposes

at least, is the common life and purpose of the

group. One lives in the feeling of the whole

and finds the chief aims of his will in that

feeling (page 23).

Cooley goes even further, and suggests that whatever
is peculiarly human in our nature emanates from the group.
For Cooley, human nature means those sentiments and impulses
that are human in being superior to those of lower animals,

particularly sympathy, and those that belong to mankind at

large, and not to any particular race or time. Since



e

..

Are
v



44

human nature thus understood is universal and stable, and
since it is impossible for the sentiments of sympathy to
have existed at the time of birth, there must exist in the
life of all peoples experiences from whence these sentiments
arise. But what other experience is as universally to be
obtained as the experience of primary relations?

What else can human nature be than a trait of

primary groups? Surely not an attribute of the

separate individuals--since its typical character-

istics, such as affection, ambition, vanity, and

" resentment are inconceivable apart from society.

If it belongs, then, to man in association, what

kind or degree of association is needed to develop

it? Evidently nothing elaborate, because elaborate

phases of society are transient and diverse, while

human nature is comparatively stable and universal.

In short, the family and neighborhood life is

essential to its genesis and nothing more is

(Cooley, 1962, pages 30-31).

For Cooley, too, an important outcome of participation
in primary groups is that "they give the individual his

earliest and completest experience of social unity."

Summazz

The notions of societal health and "moral solidarity"
have been introduced in this chapter. 1In analogy with
psychological equilibrium, societal health is described
in terms of the stability and adaptability of society,
where adaptability is viewed as continued coping with an
enduring internal or external situation. "Moral solidarity"”
is described, similarly, as the sociological counterpart of
anomie. The relationship between the ideas of Chapter I
and Chapter II runs deeper than these parallels between

psychological and sociological concepts, however. What is
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being suggested in these two chapters is that the consequence
of a "system of primary relations," that is, a society
composed of individuals with one or more primary group
memberships, is not only a society of psychologically
balanced individuals, but also a society that is itself in
balance, that is, a "sociologically balanced" society.
Propositions 2 and 3 are restated below:

The stability and adaptability of a society

depend on its ability to develop "morél

solidarity"” in its members.

In traditional societies, the system of

primary relatibns was the mechanism through

which such solidarity was developed.

One may conceptualize a continuum which has, at one
extreme, individual consciousness completely enveloped by
the collective conscience, and, at the other, individual
consciousness elaborated entirely free of any collective
conscience. If the individual ego is nonexistent at the
first extreme, the collective conscience is nonexistent at
the other. Durkheim (1933) calls these extremes the
"collective" type and the "individual" type, and asserts
that the effacement of one is the necessary condition for the
appearance of the other. The following chapter considers
the proposition that Western societies have moved
continuously over the past few centuries from one end of the
continuum to the other. There is a gap between the

Australian aborigines considered in this chapter and the
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kinds of societies with whiqh_ghe study of "the great
transformation" begins; but this is only a gap in our
knowledge about them, not a discontinuity in the phenomenon
itself. On the other hand, the transformation has certainly

not been orderly and without its ups and downs.






CHAPTER III

THE GREAT TRANSFORMATION: THE ATTENUATING

EFFECT OF MODERNIZATION ON PRIMARY RELATIONS

This chapter elaborates Proposition 4, which states
that, as societies modernize and industrialize, the
traditional sources of primary relations weaken. Warren'
(1972) has labeled the changes he notices in American
communities over the past few decades as the Great
Transformation. As this chapter makes clear, however, the
phenomenon Warren refers to is centuries old, and has been a
theme in the work of many scholars over the centuries.

Possibly the most well-known elaboration of this

thesis is contained in Tonnies' (1940) Gemeinschaft und

Gesellschaft. Sorokin, in the foreword to the translation

referenced here, suggests that, "like many an eminent thinker"
Ténnies was a man of one central idea which he developed

in its various ramifications in practically all his
theoretical works. This central idea is his theory of

Gemeinschaft and Gesellschaft as two different modes of

mentality and behavior, and as two different types of
society. Sorokin goes on to point out that the idea is
much older than Ténnies, and is contained in the work of
Confucius, Plato, Aristotle, Cicero, St. Augustine de

47
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Flore, St. Aquinas, and many others:

. « . The Gemeinschaft type of mentality was
extolled by Confucius: Confucius' theory of

the five fundamental social relationships of
father and son, elder brother and younger,
husband and wife, ruler and subject, friend

and friend closely resembles Toennies' main
Gemeinschaft ties between mother and child,

father and children, sisters and brothers,

friends and friends, and rulers and subjects.
Confucius not only unfolded the Gemeinschaft

type of society but also set it off against

the Gesellschaft type . . . Plato in his

Republic and Laws likewise gave a full portrait

of both types of society, as well as of human
personality. His ideal republic, especially the
personality and social regime of the Guardians,

is clearly and definitely of the Gemeinschaft
type, while his detailed picture of the
oligarchic or capitalistic society and man is

a conspicuous example of the Gesellschaft type.
Aristotle and, after him, Cicero, 1in their
analyses of the true and false friendship, gave us
in clear-cut form the classical outlines of the
two types. The same types are found running
through the works of the Church fathers, especially
those of St. Augustine. Here the theory of the
Church and the 'City of God' as the corpus
mysticum of Gemeinschaft type is contrasted to
the 'society of man' depicted along the lines of
the Gesellschaft type. Throughout the writings of
the great medieval thinkers like Joachim de Fiore,
Albertus Magnus, St. Thomas Aquinas, Nicolaus
Cusanus, and others the dichotomy persists . . .
it is also the central idea of Ibn Khaldun, in
History of Berbers and in his Prolegomenes to

the Universal History. . . . In Germany
particularly, as Gierke has clearly shown, the
Gemeinschaft type was deeply rooted in the very
soil of the Teutonic culture . . . immediately
preceding the appearance of Toennies' work both
types of society and personality were well depicted
by many a German thinker, beginning with the
leaders of the Historical School, Savigny and
Puchta, and ending with Hegel, whose 'Family-
Society' and 'Civic Society' are almost twins of
Toennies' Gemeinschaft and Gesellschaft.

(Tonnies, 1940, pages vii-viii).

St. Augustine's distinction between the "City of God" and

"the society of man" is especially relevant in the light of
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Durkheim's distinction between the "sacred" and the "profane."
In varied forms, the categories continued to function in the
writings of the social thinkers of the later centuries.

Thus, Hegel's "Family-Society" and Civic Society" are almost

twins of Ténnies' Gemeinschaft and Gesellschaft, according

to Sorokin. Weber's interest in the "rationalization" of
human life and society may be seen as a continuation of
this idea. More recently, Stark (1979) has documented
some current manifestations of the Great Transformation.
What is the theme that has fascinated so many thinkers?
In the following pages, a few of the more recent scholars
who have documented and commented upon the Great
Transformation will be discussed. Of the authors mentioned
by Sorokin, only ToOnnies will be included in the present
discussion. Weber's interest in rationalization,
Stinchcombe's views on the type of peéple needed in the
task of administration of modern industrial organizations,
Warren's documentation of the changes in American
communities, and the ideas of Cooley, Wirth and other
sociologists are shown to be pointing to the same phenomenon

that Tonnies wrote about.

Tonnies
Tonnies documents a historical shift, over centuries,

of societies from being of the Gemeinschaft type to being

of the Gesellschaft type. The essence of the distinction

between Gemeinschaft and Gesellschaft is contained in the

basis for the relationships that predominate in these two
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types. All social relationships are created by human will,
but this will may vary from one situation to Another. " The
distinction between rational will and natural will was
ﬁentioned earlier (page 8). When a relationship is
constituted in order to achieve a specific purpose, regard-
less of the sentiments of the parties to the relationship,
it is said to be based on rational will. If people
associate with each other "merely" for the pleasure of
association, the relationship is said to be based on natural
Qill: the relationship is not a means to an end, but an
end in itself.

In the Gemeinschaft, natural will forms the basis for the

relationship between men as well as between man and his
"life activity," his work. Thus, the calling of the peasant,
the hunter, craftsman, or the artist is a way of life, not

merely a means to an end. In Gesellschaft, rational will

is the predominant basis for social relationships and for
man's relationship to work. Marx's (1963) observation,
that alienated work is work which is not the satisfaction
of a need but only a means for satisfying other needs,

may be recalled here. Tonnies suggests that when people
are used as mere means to ends, even as "inanimate things,"
such usage is governed by rational will. There can be
little doubt that this is Buber's (1952) I-It relationship.
Tonnies is careful to point out that the contrast is not

between rational will and non-rational will, because:

« « . intellect and reason belong to natural will
as well as to rational will. 1Indeed, intellect
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in natural will attains its fruition in the
creative, formative and artistic ability and
works (page 17).

The importance of the collective conscience in

Gemeinschaft is indicated in the following passage:

e o « in Gemeinschaft, [individuals] remain
essentially united in spite of all separating
factors, whereas in the Gesellschaft they are
essentially separated in spite of all uniting
factors. In the Gesellschaft, as contrasted
with the Geminschaft, we find no actions that
can be derived from an a priori and necessarily
existing unity; no actions, therefore, which
manifest the will and the spirit of the unity
even if performed by the individual; no actions
which, insofar as they are performed by the
individual, take place on behalf of those united
with him (page 74).

Weber
The "engine" of this Great Transformation, according

to Tonnies, is the development of trade. Introduction of
large-scale trade into the integrated communities of
agrarian and town societies, with the attendant desire
for profitable use of money, liquidated the o0ld
ideologies and brought about the capitalistic age with its
rationalistic intellectual attitude. The relationship
between the growth of "rationalism" and the growth of
capitalism is most thoroughly maintained by Weber.
Giddens (1971) finds the concept of rationalization
entering into so many of Weber's historical writings
that elucidation of the main spheres of its application
is difficult. For Weber, the Great Transformation manifests
itself in the growth of rationalization--or in TOnnies'

terms, the increasing use of rational will in all social
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affairs. Contrary to Tonnies, however, Weber is unwilling
to attribute this growth to any single cause like trade,
for he sees rationalization as both cause and consequence
not only of trade but of a host of other factors as well.
Nonetheless, Weber is convinced that, (1) the possibility
of rational calculation of profits and losses in terms of
money, (2) the use of a technology constructed and organized
on the basis of rational principles, and (3) the separation
of home and work place are all among the conditions
essential to modern capitalistic enterprise. Weber is
also convinced that rational legal administration, that is,
bureaucracy, as well as democracy, are also intimately
linked both to rationalization and capitalism.

Weber was of the opinion that increasing
bureaucratization of the modern world was inevitable.
The increased role of rational will in all social affairs
implicated by this cannot fail to undermine the role of
natural will:

The specific character (of bureaucracy),

which is welcomed by capitalism, develops

the more completely the more the bureaucracy

is 'dehumanized,' the more completely it

succeeds in eliminating from official

business, love, hatred, and all purely

personal, irrational and emotional elements

which escape calcualation (Weber quoted by

Giddens, 1971, page 216).

In other words, the more societies modernize and
industrialize, the more society is dominated by rational

will and the more social relations take on the character

of secondary relations. Nor is this true only of capitalist
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societies; Weber is convinced that such bureaucratization
and rationalization is unavoidable in socialist societies
as well. The functional specialization demanded by
bureaucratization heralds for Weber the demise of the
"universal" man, the "thorough and complete human being"
whom Durkheim speaks of. It is the conception men have
of themselves as means to an end rather than as ends in
themselves in the modern society that is at the root of
Weber's concern. In Weber's eyes, according to Giddens
(1971, page 235):

The progression of bureaucratization increasingly

reveals a tension between the demand for technical

efficiency of administration on the one hand, and
the human values of spontaneity and autonomy

[values based on natural will] on the other. The

main normative issue, in Weber's view, is not how

the process of bureaucratization can become
reversed, because that is impossible in a society
which requires calculative precision in the admin-
istration of its various institutions; 'the great
question thus is . . . what can we set against this
mechanization to preserve a certain section of
humanity from this fragmentation of the soul,

this complete ascendancy of the bureaucratic ideal

of life?'

What one finds in Weber, in other words, is the
proposition that bureaucratization of society leads to a
fundamental change in man, a change in which man moves
from being a "whole" to a fragment, a change from universal
man to functional specialist. Such a fundamental change
occurs, of course, because interpersonal relationships

have changed from a predominance of primary to secondary

characteristics. Jacoby (1973), in discussing the
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"social effect" of bureaucracy, quotes Ruhle-Gerstel

as follows:

Neurosis is not a sickness, but a way of life. 1In
neurosis the separation of the individual from his
sense of association (Gemeinscnhaft) with other
individuals becomes a distinguishing category of
the mind.

Neumann (1944) relates bureaucracy directly to the form
that human relations take:

Bureaucratization, correctly understood, is a

process operating in both public and private spheres,
in the state as well as in society. It means that
human relations lose their directness and become
mediated relations in which third parties, public

or private functionaries seated more or less securely
in power, authoritatively prescribe the behavior of
man (emphasis added).

Stinchcombe

Stinchcombe (1974) makes essentially the same point in
his discussion of the social sources of individual
rationality. Stinchcombe notes Weber's emphasis on the
degree to which rational administration or bureaucracy
depends on the differentiation of role behavior in
administration from familial, local, and friendship ties;
that is, the predominance of rational will rather than
natural will. Stinchcombe argues that, to the degree that
people are appropriately socialized for work in modern
administrative structures, they should be personally
inclined to differentiate their administrative activity
from "primordial” ties. Furthermore, an important component
of individual rationality--the inclination to abstract--is

tied to the decline of primordial motivations. The essence
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of Stinchcombe's argument is this: if life's
experiences are to be interpreted in terms of abstractions
like the past and the future as is required in the admin-
istration of bureaucracy, then this can only occur at the
expense of interpretation in terms of primordial ties of
family, neighborhood, and age groups. Once again then, the
ascendancy of rational will in society is related to the
decline of the sources of primary relations, to the

decline of the importance of natural will.

Warren

One may mention briefly Maine's famous observation,
referred to by Warren (1972), that there is a historical
change of social relations from those based on family
relations--a situation in which status in the family was
of central concern--to those based on. the individual's
relationships to others outside the fémily which are
formalized in the nature of a contract. Warren (1972)
himself has documented the "great change in American
communities"” in "recent decades" in terms that leave little
doubt as to its identity with the Great Transformation
being discussed here. More relevant to the proposition
that this change is associated with a weakening of the
traditional sources of primary relations is Warren's
observation that the change toward interdependence and the
proliferation of individualized functions that accompanies
the division of labor has resulted in fewer of these

functions being performed within the individual family.
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The family becomes less significant as a locus for
recreational and service functions, as well as those of
economic production. The division of labor is also at the
root of the structural differentiation of American
communities, which has weakened the contribution that
shared occupation and occupational interests make toward
community cohesion. The shift from reliance on primary
relations to reliance on secondary relations that is
implied by this differentiation has "profound" implications
for the individual and the community. Warren (1972) quotes
Linton as follows:

The modern city, with its multiplicity of organiza-

tions of every conceivable sort, presents the

picture of a mass of individuals who have lost their

bands and who are trying, in uncertain and fumbling

fashion, to find some substitute. New types of
grouping based on congeniality, business association,
or community of interests are springing up on all
sides, but nothing has so far appeared which seems
capable of taking over the primary functions of

the local group as these relate to individuals.

Membership in the Rotary Club is not an adequate

substitute for friendly neighbors (page 61).

For the community, the "great change" results in the
decline of the neighborhood as a significant social unit
in both rural and urban areas. Since the neighborhood's
significance as a social unit is precisely in its potential
as a locus for primary-group relationships, the outcome of
division of labor and differentiation of interests is a
weakening of the sources of primary relations.

The decline of the family and neighborhood as a locus

for recreational, service, and economic functions leaves

all these functions to be performed by specialized agencies,
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private as well as public. Richmond (1979) sees in this
the essential engine for the phenomenal growth in local
and federal government. Jacoby (1973) makes essentially
the same point:

Once capitalism transformed the traditional way of

life, factors such as the effectiveness of competi-

tion, freedom of movement, and the absence of any
system of social security compelled the state to
assume responsibility for the protection and

welfare of the individual (page 147).

The state is, of course, a more distant and abstract
entity than the community. For many reasons--including,
for example, its intention to be equitable--the govern-
ment's dealings with its citizens can be expected to be
impersonal, universal, and formal. In other words, in the
growth of government can be seen, as cause, a decline in
the sources of primary relations and, as a consequence, an
increase in the sources of, and necessity for, secondary
relations.

One may also speculate that this loss of traditional
sources of socialization is at least partly responsible
for the decline in the performance of the school system.
Many of the functions once performed by the family and
neighborhood now fall upon the school system. Combined
with prohibitions against "moral education" that are
usually imposed on school systems, the increased demands

placed on the system may partly account for its inability

to perform its most basic functions.
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Cooley, Wirth, Angell,
Kasarda and Janowitz

Cooley's (1962) observation, as early as 1909, that the
intimacy of the neighborhood has been broken up by the
growth of an intricate mesh of wider contacts which "leaves
us strangers to people who live in the same house" has been
mentioned before (see page 7). The result is a diminished
economic and spiritual community with one's neighbors.
Cooley points to commercé and industry as the leading
causes of this phenomenon. Wirth (1938) begins with the
same forces and suggests that the essential character of
ﬁrban society results from an increased level and density
of population, and the heterogeneity of individual and
group life. These, in turn, lead to a fundamental change in
the way people relate to each other. The characteristics
listed by Wirth leave no doubt that he is talking about a
shift from primary relations to secondary relations. The
paradox of people further apart from each other
psychologically and emotionally, living closer together
physically, has perverse consequences:

This close living together and working together

of individuals who have no sentimental and

emotional ties fosters a spirit of competition,

aggrandizement, and mutual exploitation. To

counteract irresponsibility and potential

disorder, formal controls tend to be resorted

to (page 21).

The last sentence is significant in its suggestion that

formalized mechanisms of control become imperative in

modern, industrial-urban societies. Essentially the same
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suggestiop was made -by Jacoby (1973), guoted earlier (see
page 56). garren (1972) too, has suggested that there is an
increase in the formalized and impersonal mechanisms of
control to compensate for the loss of influence of the
community over individual behavior brought about by the

decline of the community, in Tonnies' Gemeinschaft sense of

the word.

Angell (1951, 1974) is one of the few scholars who has
attempted to "measure" the moral integration of American
cities. His use of welfare and crime indices in this
connection has been mentioned before (see page 35). 1In a
study of 43 cities conducted in 1940, Angell found that
heterogeneity and mobility accounted for 62 percent of the
variance among the cities in moral integration. Angell
suggested that metropolitan growth is accompanied by the
following developments: (1) increase in size and complexity
of all kinds of bureaucracies, thereby adding to alienation
and apathy:; (2) the tendency for life to become more
impersonal and unrewarding: (3) reduced thoroughness in the
internalization of norms, as the interests of family members
become more distant in space and more divergent in character;
and (4) the reduced ability of both formal and informal
social controls to maintain public order. After a follow-
up measurement in 1970, Angell (1974) concludes that the
moral integration of large American urban communities was

"seriously impaired" during the period 1940 to 1970.
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Finally, Kasarda and Janowitz (1974) suggest that
length of residence is a central and crucial factor in the
development of the social bonds of kinship. The suggestion
that mobility is inversely related to'the development and
maintenance of primary relations is contained in many of
the writings discussed above. An examination of Table 1
(page 11) makes evident that length of residence should be
expected to be a crucial factor in the development of
primary relations, not only because of the time involved in
the development of such associations,‘but also because
participants in a relationship would be less likely to
fear loss of psychological investment when they expect
each other to "stay put." Cooley's (1962) observation
that primary relations form a comparatively permanent
"anchor" to which the more transient secondary relations
are attached brings to mind the image of the child who,
having recently learned to walk, ventures a few feet away
from his mother, never letting her be lost from his line
of vision, yet, even with that, returning joyfully every
few minutes to briefly touch and be "in the presence,"”
before toddling off again.

It remains to be suggested that industrialization and
modernization are accompanied by increased mobility. The
idea that mobility is a pre-condition for rapid
industrialization is so well-established, at least in
the Western developed countries, that mobility is often

used as an index of industrialization. In a more
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theoretical vein, Stinchcombe (1974) suggests that effective
industrial administrators are "cosmopolitans" who are
characterized by a detachment from the local system. One
factor in the development of such detachment is the
mobility of cosmopolitans, the fact that they travel more.
Jennings (1967) has developed extensive theoretical notions
of the role of an individual's career mobility in his success
in modern American business. Jennings became interested in
mobility when he discovered that the career history of the
most successful executives in the country's largest
corporations invariably consisted of a great deal of
mobility. These men rarely spent more than two or three
years in the same position. Originally, this mobility
was merely a result of the fact that corporations grew faster
than they could develop the talent necessary to fill the
staffing needs to sustain this growthQ This incidental
mobility was converted to a required mobility, however,
when it was discovered that it led to the development of
extremely competent managers. Jennings believes that
mobility results in competence because of the larger
variety of experiences and problems encountered by the
mobile manager.

In addition to the role mobility plays in the
development of talent, one may expect that the ability of
organizations to rapidly adjust the size of the labor
force in response to changes in the environment would

enhance their efficiency. 1In the absence of legal






62

prohibitions against the use of this strategy of adjusting
the labor force, we may expect industrial organizations to
use it, thereby contributing to the mobility in society.

For whatever causes, the census statistics of
mobility leave no doubt that America is a country "on the
move." Lansing and Mueller (1967) call geographic
mobility a "basic characteristic" of the population of the
U.S. At the time of their report as much as 20 percent
of the civilian population one year old and over were
reported to have moved in the last year. Of these, close to
7 percent moved across county lines. Data collected in
1960 revealed that almost half the population of the
country moved to a new address within a five-year period.
More significantly, the reasons for moving are largely
economic: in 1963, 72 percent of the movers reported that
they moved for purely economic or partly economic reasons,
such as taking up a job, looking for work, or job transfer.
Especially significant for this study is the statistic
that the "Average Duration of Employment" for the whole

U.S. industrial economy is about two years (Statistical

Abstract of the U.S., 1970, page 218). 1In other words,

the average annual labor force turnover for the whole
industrial-commercial economy is 50 percent. As much as
half of the labor force presently employed will not be
working at the same location next year, for voluntary or
involuntary reasons. While information about the median

duration of employment, if it were available, might temper
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the conclusion being made here, there can nonetheless be
little doubt that mobility is indeed a basic characteristic

of American society.

Summagz

In conclusion, there is an impressive array of
evidence and thought that suggests that it is the very
processes that are essential to industrialization and
modernization that result in the erosion of sources of
primary relations in societies. While the discussion here
has focused on recent history, and therefore on industriali-
zation, the Great Transformation is presented as a
continuous movement of Western societies, over many
centuries, from being of the "collective type" towards
being of the "individual type." The discussion here is not
meant to belittle the benefits to humanity of industrializa-
tion, nor is there any suggestion that the writer wishes
for a return to a previous form of social organization. On
the contrary, the thrust of the next chapter is to locate a
mechanism whereby the benefits of industrialization may be
enjoyed by humanity without concurrent declines in
individual and societal health.

Proposition 4 may be viewed as a version of the Great
Transformation:

As societies modernize and industrialize, the

traditional sources of primary relations weaken.
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Primary relations had earlier been shown to be
essential to the achievement and maintenance of psychological
equilibrium by individuals, and to the achievement and
maintenance of sociological equilibrium. If there is any
validity to these suggestions, then the urgent question is:
Where do we go from here? This is the question addressed

in the following chapter.



CHAPTER IV

ORGANIZATIONAL PRIMARY RELATIONS AS A
DETERMINANT OF SOCIETAL, ORGANIZATIONAL,
AND EMPLOYEE HEALTH
Without work all
Life goes rotten
But when work is

Soulless, life
Stifles and dies.

Albert Camus

Proposition 5 contains an answer to the question posed
at the end of the last chapter. This chapter elaborates on
Proposition 5, which states that work. organizations may be
able to provide an environment in which primary relations
can develop. Implicit in the discussion above is the
proposition that modern, industrial societies must locate
and develop substitutes for the traditional sources of
primary relationships. Homans (1950) is emphatic in
asserting that democratic civilizations cannot survive
without the values of the small group.

At the level of the small group, society has

always been able to cohere . . . if civiliza-

tion is to stand, it must maintain, in the

relation between the groups that make up

society and the central direction of society,

some of the features of the small group

itself. If we do not solve this problem,
the effort to achieve our most high-minded

65
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purposes may lead us not to Utopia but to
Byzantium (page 468). '

Fromm's (1941) conclusion is that civilization may
fall simply because men will not tolerate loss of primary
group association for long. Fromm says that in the last 400
years men have been gradually set free from the restraints
of traditional society. But in losing these restraints,
they have also lost the sense of belongingness to a group
whose members cooperate in securing the deepest interests
of each. If freedom is to mean no more than emotional
isolation, it will not survive. Men will do "any mad thing,
even merge in a mass under the sword of a tyrant," to escape
from freedom of this kind. Certainly, recent history
contains numerous events that fit this description.

This chapter begins to provide a partial response to
this problem. The impetus for the suggestions contained
here, and indeed for the dissertation as a whole, comes
from the work of Ouchi and his colleagues (Ouchi, 1981;
Ouchi and Johnson, 1978; Ouchi and Price, 1978). Presently
constituted groups in society that may contain the potential
for becoming a source of primary relations are first located.
The work organization is shown to be ideal in this regard.
The question of how the potential may be actualized then
leads to an examination of alternate forms of organization
of these groups in non-western cultures, specifically China
and Japan. The Japanese férm of work organization is found
to be of special interest. Characteristics of Japanese

work organizations that appear to be related to their
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ability to be a source of primary relations are examined,
with a view to locating those characteristics that are not
culture-bound, and hence may be applicab}e to the

American situation.

The Potential of Work Groups

What alternatives exist for the replacement of
traditional sources of primary relations? What kinds of
groups exist in modern, industrial societies which have
the potential for the development of primary relationships,
that is, which involve people in continuous, face-to-face
interaction over many years? Clearly, one such group is
the work group. Durkheim's (1933) own prescription was
what he called the occupational group, in which members
of a particular occupation would unite and organize into
a single body. This group would function as a locus for
the formation of close relétionships among members,
resulting in the effective regulation of industry or
profession, and contributing to the moral solidarity of
the society. The similarity of Durkheim's occupational’
group to today's trade or professional organization is
striking, and the investigation of whether or not
professional organizations perform the functions Durkheim
expected occupational groups to perform would be worthwhile.

One suspects, however, that the occupational groups
Durkheim had in mind would be considerably smaller and
much more localized geographically than the modern-day

professional associations. Contact among members of
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professional associations seems too intermittent and too
purposive (i.e., rationally motivated) to result in the
kinds of relationships that would contain the potential
for moral regulation. Nonetheless, the contribution of
professional associations to the "moral regulation" of
member behavior is evidenced by the "codes of ethics"”
that exist in the older and well-established associations.

Work organizations often result in close, face-to-
face interactions of the same people over long periods of
time. But work organizations, too, bring people together
around a purpose, and may be expected to be dominated by
relationships based on rational will. Such was the
conviction of students of organizations in the decades
before Roethlisberger and Dickson, and Mayo. Now it is
known, of course, that no work organization exists without
an extensive informal organization that influences
profoundly the behavior of the members of the organization.

But more significant for our present discussion
is the proposition that the formal organization may be
structured in ways which promote the likelihood of the
organization becoming a locus for primary relations.
In his introduction to Mayo's (1975) "The Social Problems
of an Industrial Civilization," Donham notes:

Mayo shows us for the first time in the form

of specific instances that it is within the

power of industrial administrators to create

within industry itself a partially effective

substitute for the o0ld stabilizing effect of

the neighborhood. Given stable employment,
it might make of industry a socially satisfying
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way of life as well as a way of making a
living (page xiv).

Mayo finds the social mechanism that would achieve
the necessary social integration in the "working group."
Mayo found the roots of this solution to the problem in
traditional societies, where the social order is maintained
not by a direct fie between each individual and the state,
but rather by the relationship of each individual to a
clan, a smaller, primary group. All clans were then related
to the larger government of the state. Mayo further
observed that in modern industry management is not related
to single workers but always to working groups. Here, Mayo
is referring not only to formal work groups, but also to the
informal groups that inevitably form in departments that do
not call for formal work groups as such. Thus, Mayo
concludes that the fundamental objective of management must
be to aid the creation and maintenance of stable, effective
working groups within the enterprise. In the opinion of
Ouchi and Price (1978), "all contemporary efforts at
organizational development can be said to conform to this
basic principle" (page 29). Thus, one finds in the works
of McGregor (1960, 1966) and Likert (1961, 1967) the
consistent assertion that the development of cohesive small
groups that are linked to each other leads to organizational
success, and that the focus of organizational development
efforts should be the development of interpersonal skill.
This latter prescription is also found in Argyris (1964,

1974).
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Ouchi and Price (1978) review the work of the Human
Relations school, represented by the authors mentioned above,
and conclude that the fundamental propositions that seem to
underlie this school of thought may be stated as follows:

(a) The hierarchical structure (a system of

superior-subordinate relationships based
on legitimate authority, close monitoring
of activity, job specialization, and
individual responsibility) is the
predominant form of organization in
modern, industrial societies.

(b) Hierarchical.organizations are naturally

| and inevitably hostile to the growth needs

of individuals, because of the high degree
of specialization, the narrow economic
measures of performance, and the fostering
of a state of dependence of subordinates
on superiors.

(c) Consequently, steps must be taken to

mitigate these negative effects of
hierarchy.

What Ouchi and Price fail to find in the Human
Relations school is an explanation for proposition (a)
above. Why does hierarchy seem to be the inevitable
response to industrialization? What essential functions
of managerial control are served by hierarchy? 1Is hierarchy

the only structure that serve these functions?
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China

A logical place to look for the beginnings of the
answer to the last question is the typical forms of
industrial organization in non-Western cultures. Whyte's
(1973) study of modernization in China provides a suggestion
to the effect that the hierarchical structure may not be the
only way to organize collective effort.

The Maoist ideology is, in fact, opposed to bureaucracy
on the grounds that it allows the educated to set themselves
apart from the rest of the population and to advance
themselves and their relatives at the expense of the
common man. For the same reason, a high degree of
specialization and the development of professionalism is
to be discouraged. If allowed, these would lead to "the
masses [feeling] incapable of affecting the decisions
affecﬁing their lives," leading to discouragement and
lack of dedication. This would undermine whatever decisions
their superiors would make. Superiors should, therefore, be
less concerned about establishing their professional
prerogatives and more concerned about forging close ties
with their subordinates. Individuals are supposed to obey,
not because they are subordinate in a legitimate
organization or because they have less technical knowledge
than their superiors, but because of their commitment to the
goals of the group. This commitment is to be the outcome of
group solidarity. Considerable emphasis is placed upon

minimizing differences between superiors and subordinates,
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through similarity of dress, through the location in the
same building of the more spacious apartment of the
administrator and the smaller residence of his unit's
janitor, and through "mass line" procedures, in which
managerial cadres regularly spent part of their time out
of their offices and working with their hands alongside
subordinates.

The basic vehicle for the participation of the masses
in decision-making are the discussion groups--the factory
work group, the school row, the office section, the military
squad--all of which are to maintain their form outside the
activities and hours of the formal organizational 1life.
People are expected to treat each other not just as holders
of narrow roles, but as whole individuals with problems and
private lives which may affect organizational performance.
Individual performance gains that result from wider
differentials and status distinctions--basic tools of the
motivational trade in Western organizations--are held by
the Maoists to be more than offset by lowered organizational
cohesion and morale. .

Thus, after extensive interviews with captured Chinese
soldiers during the Korean War, George (1967) finds that
much of the impressive performance of the Chinese Army
against the more heavily armed U.N. forces could be
attributed to the encapsulation of soldiers in small groups

with regular political rituals and group criticisms, and the
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maintenance of comradely relations and mutual consultation
between officers and men.

The Maoist alternative to hierarchy may thus be seen to be
the small group or the "clan." There is, however, an essential
difference between the "cohesive work group"” sought by the
Human Relations school and the "discussion group" of China.
The Human Relations school does not see the cohesive group
as serving the control functions that the discussion group
is to serve; that is, it does not see the cohesive group as

-

an alternative to hierarchy. The Maoist system seeks to

obtain organizationally required behaviors through ensuring
that individuals, because they value their membership in the

group, will be committed to the goals of the group.

Japan

A significant segment of Japanese industry shares some
of the characteristics of the Maoist system, yet is radically
different in other characteristics. For the Western observer,
the most striking characteristic of Japanese industrial
organization is the Nenko, or lifetime employment system,
prevalent in large businesses. Abegglen (1958), who first
introduced Western readers to the Japanese factory, calls
this the "critical" difference between Japanese and U.S.
work organization:

When comparing the social organization of the

factory in Japan and the United States one

difference is immediately noted and continues to

dominate and represent much of the total

difference between the two systems. At

whatever level of organization in the
Japanese factory, the worker commits
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himself on entrance to the company for the

remainder of his working career. The company

will not discharge him even temporarily

except in the most extreme circumstances.

He will not quit the company for industial

employment elsewhere. He is a member of the

company in a way resembling that in which

persons are members of families, . . . and

other intimate and personal groups in the

U.S. (page 11).

The yearly turnover quoted by Abegglen for individual
firms in the 1949-1953 period ranges from a tenth of a
percent to 2 and 3 percent for men, and 10 percent for
women. The contrast with an average national turnover
rate of up to 50 percent in the U.S.A. (see page
above) is striking. The Western relationship is more
nearly "contractual," that is, dominated by economic
factors or "rational will," whereas the Japanese policy
tacitly recognizes that the relationship between the
company and the worker is not simply a function of the
economic convenience of the two parties.

Loyalty to the group and an interchange of

responsibilities--a system of shared

obligation--takes the place of the economic

basis of employment of worker by the firm

(Abegglen, 1958, page 17).

The policy of lifetime employment may be expected
to significantly influence the kind and intensity of
relationships that will form among members of the
organization. One can imagine the experience of a new
employee in a large organization in Japan who is introduced
to his fellow employees and who realizes that these are the

people who will be his colleagues for the rest of his

working life. In contrast, the entrant in a Western
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counterpart would be aware that the people he associates with
today may be gone tomorrow, or that he himself may leave.
Not only do people have insufficient time to develop broad
ties in this setting, they would also be motivated to
protect themselves against the costs of losing friends by
not forming friendships. We may expect, then, the stability

of employment to be an important determinant of whether or

not the work organization is experienced by employees as a
locus for primary relations.

In this context, the conclusions of Hall et al. (1970)
and Hall and Schneider (1972) from their research in various
U.S. organizations are of interest. They were interested in
the correlates of "identification" which they view as the
"process by which the goals of the organization and those
of the individual become increasingly integrated or
congruent." They found that tenure (iength of service) and
organizational identification were significantly (p < .01)
related in the forest service and with priests that they
studied. They explain this relationship by suggesting the
operation within individuals of such factors as (1) increas-
iﬁg investment the person makes in the organization, and
(2) the effect of foregoing outside opportunities. Note,
however, that Katz (1978) finds that "overall satisfaction of
workers with considerable job longevity is not related to
the task characteristics of their present jobs," thus
suggesting that employment stability may be related to

satisfaction through the increased opportunity for primary
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relations rather than other factors. This is, of course,
congruent with the ideas discussed above.

Another striking difference between Japanese and
American work organization relates to the system of rewards
and incentives used. Under norms of rationality in the
American system, reward is generally given in relation to the
capacity of the individual to contribute to efficient and
maximal production. Payment would be based on factors
relating to the ‘position an individual occupies and the
extent to which he effectively fulfills the demands of his
job. Rewards, in other words, are a motivational device and
should be closely related, as one is urged by Lawler (1973),
to performance. In Japan, on the other hand, payment is
based mostly upon these three non-performance factors: age,
education, and seniority.

. « « recompense in the Japanese'factory is in

large part a function of matters that have no

direct connection with the factory's productivity

goals. They can be termed relevant to factory

pay only when the relationship between worker and

firm,and the assumptions on which that relationship

rests, are defined outside the more limited range

of productivity, output, profit, and efficiency.

« « o individual effort is not a component of

wage calculation--it is group work, and group

output that measure success (Abegglen, 1958,

pages 67-69).

In other words, the structure of the reward mechanism,
which includes the monitoring of performance, will also
significantly influence the kind and intensity of
relationships that form in the work organization. 1In

the Japanese example, many factors combine to make the

work organization, for most employees, the focal point,
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not only of their economic life, but also of their social,
recreational, and emotional life. The company is held to
be, and considers itself, responsible for the total person,
including his food, clothing, shelter, education, and
medical needs.

The Japanese worker's group membership transcends
his individual privileges and responsibilities--or, to use
Durkheim's terminology, his conscience coincides with the

collective conscience at many, many points. Abegglen (1958)

finds himself using the metaphor of "family" repeatedly in
his book.

[The Japanese factory] is family-like. When

a man enters the large Japanese company, it is
for his entire life. Entrance is a function of
personal qualities, background, and character.
Membership is revocable only in extraordinary
circumstances and with extraordinary difficulty.
As in a family, the incompetent or inefficient
member of the group is cared for, and a place
is found for him. Again, family-life, the most
intimate kinds of behaviors are the proper
province of concern and attention from the
other members of the group. Fidelity and
tenure bring the highest rewards, and, should
the group encounter financial difficulty, it

is expected that all members will suffer these
difficulties together (page 99).

Ozawa (1980) suggests that, for the Japanese, one's
company (or kaisha) is not merely a place of work, but
a “shérinq group." He quotes Nakane as follows:

The term kaisha symbolizes the expression of
group consciousness. Kaisha does not mean
that individuals are bound by contractual
relationships into a corporate enterprise,
while still thinking of themselves as separate
entities; rather, kaisha is 'my' or 'our'
company, the community to which one belongs
primarily, and which is all important in

one's life (page 46).
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One may view the employee-organization relationship

in Japan as exhibiting many of the characteristics of the
relationship between a person with his primary group.
Using Marx's (1963) formula, that "every man regards other
men according to the standards and relationships in which he
finds himself placed as a worker" (page 129), we may expect
that Japanese workers find in their work organization a rich
source of primary relationships.

Drawbacks of the Chinese and Japanese
Organizational Forms

The point of the above discussion is not to endorse the
Maoist ideology or the Japanese system as superior or
preferable to what exists in the West. The point is simply
to answer in the affirmative the question, "Can organizations,
through their choice of control mechanisms, create the
environment in which primary relations may develop?"

It might be worthwhile mentioning some of the drawbacks
of the type of organizational structure being discussed here.
Abegglen (1958) himself mentions a number of disadvantages,
from the lack of flexibility of adjusting the size of the
labor force to possible losses of productivity and efficiency.
Oh (1976) points out that the costs of the Nenko, or
permanent employment system, are borne by the large pool of
temporary workers from which the smaller companies satisfy
their highly fluctuating demand for labor, and who receive
considerably lower wages than permanent workers. When one

notes, in addition, that these smaller companies are most
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often subcontractors to the larger firms, it becomes evident
that the larger firms probébly use the subcontracting .
relationship to pass on the costs of reduced inflexibility.
Oh (1976) also notes that within the context of the
hierarchical structure based on seniority, the intense
emotional involvement in the life of the group, and the early
indoctrination into the group ethos, there are areas in

which competition is intense and motivating. Ozawa (1980)
makes the same point: "Individual aggressiveness is directed

outward--intragroup harmony develops--but a keen, sometimes

bitter, intergroup rivalry occurs" (page 46). Cole (1973)

mentions also the reduced flexibility for quick readjustment
of the labor force as a significant disadvantage. One may
also expect that there will be at least a few individuals for
whom opportunity for personal achievement may be more
valuable than membership in a cohesive and warm group.

The Japanese system, by discouraging and frustrating such
individuals, may suffer losses of innovativeness and
productivity. Ozawa (1980) suggests that such individuals
become entrepreneurs in Japanese society, but one wonders
about the number of people who would like to advance rapidly

who are suppressed by the system.

Type "A" and Type "2"

It is now necessary to be more specific about the
dimensions along which the control structures of
organizations may be observed to differ. Proceeding from

their interest in the differences between Japanese and
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American companies, Johnson and Ouchi (1974) formulated two
ideal types which described alternative mechanisms of
organizational control used in American and Japanese
companies. Subsequently, a further ideal type which
described American companies that have some characteristics
similar to the pure Japanese ideal type was constructed. The
pure American prototype is called "Type A" by Ouchi and
Johnson (1978), and the set of characteristics that made the
American companies "Japanese" in style is called "Type 2."
The essential difference between "Type A" and "Type 2" is
that the former maintains control through a tightly
monitored system, while the latter maintains control through
a process of acculturation or socializatioﬁ of employees.
Ouchi and Price (1978) distinguish between the market-
bureaucratic form of social control and the clan form of
social control: the former is characterized by a combination
of reward-for-performance incentive system requiring close
and frequent monitoring of behavior, and an authority system
based on contract (that is, rational will); the clan form
of social control is based on a more or less complete
socialization of the individual into the organizational
group, so that individual goals become closely identified
with organizational goals. Control in the clan mechanisms
is a function of the desire of the individual to become and
remain a valued member of the group. Ouchi and Price (1978)
mention specifically that such complete integration can only

occur when membership turnover is low, giving members a
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greater vested interest in integrating themselves. This is
similar to the argument made earlier, namely, that high
mobility discourages the formation of primary relationships.
Ouchi and Johnson (1978) contrasted "Type A" and "Type
z" organizations on seven dimensions, on six of which they
differ, as indicated in Table 2. Note again that both "Type

A" and "Type 2" describe American organizations.

TABLE 2

TWO IDEAL TYPES OF ORGANIZATIONAL CONTROL

TYPE A TYPE 2
Short-term employment Long-term employment
Individual decision-making Collective decision-making
Individual responsibility Individual responsibility
Frequent_evaluation and Infrequent evaluation and
promotion promotion
Explicit, formalized Implicit, informal
evaluation evaluation
Specialized career paths Nonspecialized career paths

Segmented concern for people Wholistic concern for
people

The first dimension of length of employment is the crucial
dimension in the sense that all t