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Abstract

. In an industrial society, jobs and men can be éonceived of as separate'
éntities that are brought together through a matéhing.process. In this paper
the ""goodness-of-fit" between the individual and‘the job is taken as.problematic
and is used as an explanétory concgp;;for both the reactioﬁs of individuals

to their jobs (job satisfaction,‘stress, turnover) and for the response of

"the organization to characteristics of its members (conflict, need for control

and communication). It is argued that the distribution of jobs according to

characteristics sought‘out by individuals in the matching process (éuch as
status, income, autonomy) is determined quite independently from the forces

-that determine the supply of.individuals'according to the value they place

on various characteristics of.jobs and the skills they possess. 'In the
matching process the outcome is determined by the relative bargaining power

of indi&iduals and organizations and the distribution,of.information:about jbbs
and men. The psychological impact of discrepancies between jobs and ﬁen on

individuals is analyzed as well as the reaction of organizations to various |

types of discrepancies. . i




Introduction

In industrial society, the matching of individuéls to jobs is a complex
and problematic process. Unlike preindustrial societies, where job and man
are often tied together from birth, industrial sociefies prepare individuals
for the world of work in agencies that are usually separate from the organiéa-
tions that will ultimately employ them. Persons thérefore may form expectations
and develop needs with respect to work which may not be realizable given the
range of alternatives open to them. Organizations, on the'ofhef hand, frequently
design jobs to maximize efficiency as determined by technological and manage-
ﬁent principles and must rely on less than perfect information about the
existing supply of labor in order to £ill these positions. It thus appears
likely that in industrial societies there is a high probability that the
matching of the individual and the job will not result in a '"fit," i.e., the
attainment by the individual of a job which enables him to fulfill his needs
and expectations, and which is congruent with his qualifications.

An examination of these.lack of fits becomes important when one considers
their consequences for both the individual and the organization. With respect
to the individual, research has shown that such discrepancies are.the 5est-

predictor of one's job satisfaction (Child, 1969), and may result in a lack of

job involvement and negative psychological reactions such as frustration,

conflict, and feelings of psychological failure (Argyris, 1957; 1964).

These variables in turn have been shown to be associated with the qualit& of
one's mental and physical health. Thus, many of the health problems of our
society may be profitably attacked by increasing our attention to one of their
prominent causes —— the lack of fit between the individual and his jéb.v From
the organization's point of view, such discrepancies may causelconcern_since

they may lead to lowered effectiveness and increased costs for communicatioﬁ,

coordination, and control, as workers adapt to their failure to obtain
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satisfaction of their needs by developing informal structﬁres——becéming
‘apathetic, forvexample.

o Despite the importance of thesé issues and.desﬁite the gréét interest -
of sociologists in social mobility which involves the moVémentiof men émoﬁg
jébé, littlg attention has been paid by éocioiogists,fo the ?roéesses 5y.

’ Whicﬁ indiQiqﬁais‘are matched.to_jobs and‘the consequenceé pf‘imperfect
matching. Tﬁese igsues have 5eeh given'greater priority in thé,fieids of .
‘iqdustrial psychology, business management, and ecoﬁomics, but ;esearch inﬂ
'these areas needs td be supplemented by a sociological peyspectivé on the
'prleem so that a systematic framewérk for understanding.and<predigtion.can'
be déﬁeloﬁed. Such a frémework, suppor;ed by emﬁirical aqalyses based on
bro;d, representative samples, is ﬁeeded not just for "basicﬁ scientific
reaspns-—e.g., to understand what people want fromlwork‘aﬁd’the,conséquences
- of their not being able to attain it--but for "applied" purposes as well.
ThekU.S. government, fgr example, has expressed concern aboﬁt the issue of
worker alienation (e.g., Committee on Labor and Public Welfare, 1972). However,
in.drder»for such concern to be translated into meaningful policy reCOmmenda—
tions which are potentially effectiVe, it is necessary to have an'empirically_
‘supported theoretical framework which makes predictions about the causes qqd
conséquences of varioﬁs discrepancies between ﬁhe individual and the'j¢b.

In this paper, we Will.atfempt to dé&elop a cbnceptuai framework which
would serve as a basis for empirical research into these problems and ﬁﬁus be
a step toward the developmen; of a comprehengive tﬁeory of thé relationship
of individuais to jobs ih an industrial soclety.. Such a framéwérk Will |
neéessarily require insights frqm both psychological and sociolagical levels

of analysis -- e.g,, it must yecognize that the individual has needs and o




3
expecﬁatiqns with respect to work and must explain these aé well as his
reactions to his job in psychblogical terms; but it must also, on the socio-
logical levei of anélyéis, éccﬁunﬁ'fqr ﬁhe structural factbrs‘that make these
?articular needs, expectations, and réactiohs more or 1e$s likély for'parti4'
cular sﬁbgroups‘within the‘éociéty. I# addition, it must recognize that.in an
iﬁdustrial society, jobé are defined primarily.by théir interdependencé with
other jobs in a complex division of labor and have an existence independent of
indiviauals. Jobs thus can be created and eliminated independeﬁtly of who
occupies them or may occupy them, and we may legitimately ask questions about

the degree of "fit'" between jobs énd individuals.- Our discussion will be

limited to jobs that are performed within organizations~-the predominant

situation in industrial societies.

The first part of the paper willAdiscuss charécferistics of joBs and of
individuals.aé well as some.of'the structurgl;defefminants of these characﬁer—
isfics. " This Qill be followed by a considération.of §he process by which
individuals and jobs are matched, the types oflAiscrgpanciés that may oééur
due to imperfect matching, and the conéequeﬁces‘of these.discrepancies

for both the individual and the organization. The emphasis throughoutvwill

be on delineating the important factors in eéqh phase .of this process and on

describing how these are interrelated. We will not attempt to exhaustively
describé and analyze any pérticular phase of this process; such efforts

will rather form the substance of future work.

Characteristics of Jobs.’

In order to delineate the characteristics that differentiate jobs, it

will be useful to make a distinction between those factors that are associated

with the fact that jobs may be classified as belonging to.particuiar occupations




.
and those factors which are associated with differences émong jobs within the
same occupation. It is thusvimportant to make clear the distinction between
an "occupation'" and a "job." An "occupation'" may be defined as the "social
role performed by adult members of society that directly and/or indirectly”>
yields social aﬁd financial consequences énd that constitutes a major focus
in the life of an adult" (Hall, 1969;5-6). it is thus a social category, |
specifying a particular function within a societal division 6f labor. ﬁJob"
or "work role," on the other hand, refers to a specific activity performed
by an individual wifhin a particqlar occupation. ' Though some (e.g., Davis and
Taylor, 1972) prefer to'distinguish between "job" and "work role," we shall
uée‘them interchangeably to refer to the set of fules and expectations on
the part of the employee as well as the organization that direCQS‘all of if
the individual's "at work" behavior. It thus‘includes the individual's

social relations in the work situation as well as his direct activities in

relation to the object undergoing transformation (cf. Davis and Taylor,

1972:11-12).

The first dimension of variation among jobs thus parallels.the variation

among their associated occupational categories. Occupations may be said to

~vary with respect to their requirements and their rewards. .Requirements

differ with respect to prerequisites for entry (in terms of education, training,
certification), and type of tasks its iﬁcumbents generally perform (whether
manipulation of symbols, people, or things), which require different tyﬁes and
levels of skills. Therebarela number of difficulties in determining these
occupational requirements.since they must be.conceived of as complex patterns rather
than in unidimensional terms. One attempt'at an operationalization of the
functioﬁal or performance requirements for an occupation is the General

Educational Development (GED) scale developed by the Bureau of Employment
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Security. This scale is .an attempt to delineate the requirements for each of
three fundamental skills'—— reasoning, mathematics, and language -- for job

titles listed in the Dictionary of Occuﬁational.Titles (U. S. Department of

LaBof Bureau of.Employment Security, 1966). (Fp; an extendéd discqssionAof these .
| issues of operationalization of requirements for occupations, see Kalleberg
and Sé;ensen, 19733218—222.) |
Rewards differ with respect to the societal evaluation of'fhe o¢cupétion

. (prestige), the income associated with the occupation; the posifion of the
occupation in the.societél and organizational authorxity strgcﬁures, and the
'gxtent to which the occupation permits the attainment of an‘ordérly career,
‘i.e., the prpgression to otherboccupations that provide greater fewards or.
brpgressioq within the stratification system of the particular occupatioﬁ.
These dimensions of rewards are interdependent améng themselves and with the
 dimensions of occupational requirements, and each dimension may ﬁe used -to
rank occupations witﬁ respect to their desifability..

. Within a particular occupational category, jobs vary on a number of
addi;ional dimensions which are to a certain extent independént of fheir
"association with an occupation. Thgse variations are due to the fact thét jobs
are units in a smaller social system than that of the society, namely an
organization, and thus may vary with respect to opportuniﬁies for.self:'
direction (e.g., degree of role specificity, substantive complexity), fypes
Qf social relationships (e.g., quality of interpersonal relationships), and
benefits not directly associated with the occupational.categor& (e.g.,.tenﬁrg,j
retirement benefits, fringe benefits), |

Variation in jobs thus is produced by'two'main sets of factors — those

due to their being associated With an occupétional category in an interdeﬁendent

societal division of labor and those due to their being components of an
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interrelated set of roles that define the organization. Characteristics of
jobs that are associated with each of these two sets may in turn be ianked.
according to their relative desirability. While jobs that aré associated with
highly desirable occupational characteristics may also be associated with
desirable organizational characteristics, this need not necessarily be.thé case
(e.g., the relatively prestigious occupation of accountant may be associated
with a high degree of role specificity and low substantive c&mplexity in a
particular organization). Individuals may therefore find it difficult to

maximize their values with respect to all characteristics of jobs to the

~ extent that characteristics associated with the occupation are not highly

correlated with those due to the organization. Sincé the aspects of the job
associated with the occupation have greater visibility to the community and
the society, the individual will probably attempt to maximize his values with.
respect to these when choosing a job, rather than fhe aspects associated‘with
the organization about which he is likely to have less information. This
is already one reason why discrepancies between individuals and thelr jobs
may occur.

The dimensions of variation just delineated do not océur randomly but
depend on factors operating at both the societal and organizational levels.
It will thus be useful to briefly indicate what these factors are since
they will largely determine the availability of jobs with particular character-
istics. The occupational structure of a society, that is, the distribution

of occupations according to characteristics relevant for our analysis,

at any point in time depends on (1) the level of technological change (Treiman,

1970); as countries industrialize, the proportion of the labor force engaged in
agriculture decreases, the number of occupational specialties is greatly

S
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increased, and the ratio of nonmanual to manual workers in the labor force
increases; (2) population growth and distribution (e.g., the "baby boom'" of
post-World War II in the U. S. has influenced the increase in the service
sector); (3) government policies with respect to expenditures (e.g., the recent
increase in health-related occupations); (4) the quantity and quality of labor
supply; and (5) the level and structure of consumer demand. Thesé factors are
interrelated but make distinct contributions to the growth and decline of
particular occupations.

The distribution of characteristics of particular jobs within an organ-
ization is determined in part by the occupational category to which it belongs;
since the occupation determines the type of task that is done and the general
position of the activity in the orgahizational hierarchy (e.g., managers will
have greater authority than clerks). Thus the opportunities fqr self-direction,
type of social relations, etc., will differ for different occupations. Within
occupational categories, however, jobs may differ on these dimensions due to
factors associated with the particular organization, such as‘the degree of
uncertainty in its environment and its technology and managerial policy.

Highly role-specific jobs, for example, have been argued to be associated
with routine technologies (Perrow, 1967), high degrees of organizatiénal
complexity (Child, 1973), and adherence to Tayloristic principles of managé—
ment. Similarly, the quality of interpersonal relations associated with a
job is affected by the leaderhsip style of the organization,

The distribution of job characteristics is thus mainly determined by such
factors as the derived demand for goods and services and the technélogical
structure as well as factors unique to particular organizations. Since these
factors are largely independent of the distfibution of chafacteristics of

individuals at any given point in time, the fit of individuals and jobs becomes
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problematic. Before discussing the issue of fit it will be necessary to first

delineate the characteristics which differentiate individuals.

Characteristics of Individuals

Just as jobs vary, so do individuals, It will therefore be necessary
to delineate the dimensions of variation among individuals before proceeding
to a discussion of the interaction of individuals and jobs. In this section,
we will first describe the ways in which individuals differ that are important
in this context and then discuss some of the determinants of this variation.

Individuals vary along two basic dimensions: with respect to their
qualifications for particular jobs and with respect to the values they have
toward different aspects of work. Qualifications include the extent to which
individuals are certified for particular jobs, their level, type, and degree
of specialization of skill, and their noncognitive attributes. Individuals
also differ in their ordering of needs and values that they bring to the work
situation, called their "reward value hierarchy" (Blau et al., 1956), their
"projets" (Touraine, 1971), or their "orientation to work" (Goldthorpe et al.,
i968). These values relate both to the rewards associated with the occupational
category and those associated with the organizational features of the job
(in fact, these values determine which employment conditions constitute
rewards for a particular individual). Thus, individuals differ in the value
they place upon prestige, income and fringe benefits, authority and power,
careers, self-direction and interpersonal relationships. Qualifications and
values are not independent, since qualifications reflect training and experiences
that are of importance for the values individuals form.

The first component of one's qualifications, certification, is assessed

by the extent to which he meets the requirements set by the occupation (e.g.,
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via a professional. association) to practice a particular job activity and/or
the hiring requirements set by the organization. The form such certification
takes will vary, though common forms include a period of apprenticeship or an
educational credential. Although such indices of certification may be expected
to be indicators of one's possession of the skills required for particular
jobs, this need not necessarily be the case and instead they may be used by
employers as indicators that one has been 'properly" socialized for the job

(Gintis, 1971) or as a screening mechanism to lower hiring costs (Berg, 1970).

In general, skills refer to those motoric aptitudes_and knowledge tﬁat
are relevant for carrying out a task embodied in a job. They can be differ-
entiated according to their level, type, and degree of specialization. Level
of skills'may be operationalized by the costs of training an average person;
type of skills may be classified according to the activities for which they
are used and operationalized by the characteristics of occupational activities

given in the Dictionary of Occupational Titles. Finally, skills are specialized

to the extent that they are not transferable to other tasks than the ones. they

were acquired to carry out. Specialization may be operationalized by the costs of

retraining that person for another task (controlling of course for similarity

between tasks). Skills are mostly acquired in schools and on-the-job, although

some general skills are also acquired in the family. (For an extended discussion

of skills, see S¢rensen and Kalleberg, 1974,)

The final component of qualifications, one's noncognitive attributes,
represents his social characteristics other than technical qualifications which
influence hiring decisions, such as skin color, and personality characﬁeristics,

such as discipline and subordinancy (see Gintis, 1971). These attributes
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are products of one's educational experience, personality development, birth,
etc.

The values that an individual has with respect to characteristics of
jobs are related to his qualifications since his attainment of the latter
(e.g., credentials) may be motivated by his values and vice versa. Some of the
variance in these values and needs may be explained by reference to personality
charactéristics unique to the individual (e.g., authoritarianism, extroversion-
introversion, independence needs), but these are not the concern of this paper.
Rather, we are concerned with variation in such values that are more directly
socially determined, i.e., we are primarily concerned with factors that produce
differences between, rather than within, social groupings (cf. Friedlander,
1965).

Variation in the ordering of values with respect to work is first affected
by family background as determined by social;class position. Pareﬁts of
different social classes, perhaps reflecting their experiences in the world
of work, differentially value various characteristics of jobs and teach these
values to their children. Kohn (1969) and Kohn and Schooler (1969), for example,
found that in both the U. S. and Italy, hiéher-class parents place a greater
value on self-direction while lower-class parents place a greater emphasis'on
conformity to authority. Hyman (1966) found thét lower—-class parents tended
to emphasize stability and security as rewards more than higher-class parents,
who placed greater stress on intrinsic rewards. In line with these values
with respect to work, differential emphasis is placed on education, the primary
mechanism facilitating the attainment of occupational status in the U. S.

(Blau and Duncan, 1967). Parental encouragement has been shown to be a powerful
intervening variable between SES and intelligence and one's educational

aspirations (Sewell and Shah, 1968), and lower class parentslplace less value
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on higher education than their higher-class counterparts (Hyman, 1966).
Thus, the family produces variation iﬁ values in at least two ways -—-
via its direct socializing influence with respect to organizational and occupational
characteristics (including occupational inheritance) and via its effect on the
child's educational aspirations.

The second major factor producing differences in these values among
social groups is education, which in industrial society has become the principal
mechanism for selecting individuals to play roles in the occupational system
and the chief socializing agency for the child from elementary school to his
entry into the labor force (Pafsons, 1959; Cohen and Lazefson, 1972). Schools
select those who will go té college and those who won't, and "losers" accept
the differentiation occurring in the educational system and later in the
occupational syétem because of the common value in our society on achievement,
and because selection was presumably made on the basis of universalistic
criteria (Parsons, 1959). Those who do not have the ability to go to college
may be "cooled out" (Clark, 1970) and be socialized into lower occupational
aspirations. (Thus, values with respect to work both affect and are affected
by, qualifications.) The educational system produces both cognitive (Kohn,
19695 and noncognitive (Gintis, 1971) skills and attribufes as well as affects
one's.reward value hierarchy with respect to work -- e.g., it has an effect
on desire for self-direction which is independent of the effects of occupa-
tional position (Kohn, i969; Kohn and Schooler, 1969).

A number of other factors have been cited as important in their effects
on values toward work. Sex role socialization diffefences, for example,
produce differences between men and women regarding societal definitions of the
work role (Rossi, 1969). Centers and Bugental (1966) found that women place

greater emphasis on social factors such as '"good co-workers" than do men, who
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are more likely than women to stress such intrinsic factors as "work which
allows you to use your skill and talent." Other factors include one's position
in the life cycle; domestic circumsfances such as whether married and number
of dependent children (Goldthorpe et al. [1968] found that married workers'
with children were motivated to give higher priority to extrinsic, economic
returns than those without children); and experience of geographical and/or
social mobility (Goldthorpe et al., [1968] found geographical and downward
social.mobility to be associated with a valuation of extrinsic, especially
economic rewards from work).

Differences in work orientations which are held upon entry into the
labor force will be modified by actual work experience, which may be the most
important factor of all in shaping the orientations of the mature worker.
Kohn (1969) and Kohn and Schooler (1969), for example, found that men in higher
occupational pésitions judge jobs more by their intrinsic qualities (interesting
work, chance for self-direction, chance to use one's abilities) than those in
lower occupational positions, who tended to emphasize extrinsic rewards (pay,
fringe benefits, type of supervisor, co-workers) to a greater extent.
(These effects were independent of, and greater than, the effects of education.)
Thus, men judge jobs both in terms of what they might ideally want and in
terms of the alternatives that are realistically open to them. This finding,
supported by Friedlander (1965, 1966) and Centers and Bugental (1966), strengthens
the hypothesis that workers tend to be aware of and adapt to reality and will
seek out those satisfactions that are possible even though they may prefer
others (seé also Argyris, 1973; Goldthorpe et al., 1968).

The values and orientations of individuals are organized into hierarchies of

occupational aspirations and expectations. The hierarchy of occupational
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aspirafions is formed by the individual's values with respect to work as
well as by family experiences, educationai experiences, sex role socialization,
work experiences (Sewell, Haller, and Strauss, 1957). ‘These aspirations
may be unrealistic, however, as shown by Reiss (1961). The individual also
has a hierarchy of expectations based on his appraisal of obtaining the types
of work that he aspires to and values. These are more realistically grounded
than aspirations and based more directly on the individuél's_qualifications,
work experience, and his perception of the supply of, and demand for, workers
with his qualifications; A key factor which may be'expected to make one's
expectations cogform closely to his aspirations in the U. S. is education.

Due to the emphasis placed in our society on individual achievement and on’

education as the avenue to social mobility, it has been argued that the educational

credential has come to be regarded in terms of its marketability (Mills, 1951),
i.e., as an investment iﬁ one's future that should provide rewardé (those |
aspects of work that one values) in the occupational system.l

The characteristics of individuals just described cannot be expected to
mateh the characteristics Qf jobs that are available at any given point in time
in an industrial soclety. An important part of the training for jobs in
industrial societies takes place in schools only loosely connected with the
labor market and even the training acquired in jobs does not ensure the
availability of actual jobs. Similarly, values éﬁd expectations regarding
jobs and the rewards derived from them are formed on the basis of predictioné
based on less~than-perfect information regarding job opportunities. Thus,_
there exists a'gréat potential for discrepancies between the values and
qualifications of the individual and the complementary characteristics of jobs

in an industrial society. We shall consider these discrepancies after we

- consider the process by which individuals and jobs are matched.
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The Matching Process

Having discussed the dimensions along which jobs and individuals vary,
we shall in this section consider the process by which individpals and jobs are
matched. This process is conceived of as an exchange situation wherein each
party attempts to satisfy his objectives as best he can. Individuals wili
attempt to choose a job that will satisfy their values toward work and which
will be appropriate to their qualifications; Organizations, on the‘other
hand, will attempt to select individuals that Will have the requirements for
filling its job vacancies~~both functional requirements (téchnical requirements
needed to optimally.perform the joB) and nonfunctional requirements (criteria |
of selection not related to actual performance -- e.g., sex, race).

The interaction of the processes of individual choice and organizational
selection results in the matching of the individual to the job. The key factor
in this exchange is the relative power of the partieé, for the relative power
will determine the outcome of the process and thus thebpotential for a discrepancy
between the individual and the job. Thus, a considefation of the nature and
causes of the relative.power of the parties in the matching process should
enable us to make predictions as to the occurrence of various types of dis—_
crepancies.

The concept of power as used here is similar to that used by Crozier (1973).
That is, A's pbwer over B corresponds to A's capacity to impose on B terms of
exchange that are favorable to A. If we make the assumption that individuals
will not seek jobs that will result in discrepancies with their values and/or

qualifications, we may equate the relative power of the individual with respect’

to the organization with the degree of control persons have over their

employment situation. Thus, if individuals have a high degree of control
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over their employment situation, they will have relatively great power
vis—a—vis the organization, and vice versa. The implication of this is that.
discrepancies between ﬁhe values of the individual and the extent to which these
are realizeable on the job will occur when persons have relatively low degrees
of control over their employment situation. Discrepancieé involving the
qualifications of individuals and the requiremeﬂts of jobs include a number
.of different types and thus the situation here is more complicated. (For a
discuséion of this matching of the qualificatiqns of individuals to the
requirements of jobs, see the extended treatment in Sgrensen and Kalleberg,
1974,) |

The degree of control individuals have o&er their employment situation is
composed of two components: (1) the degree to which persons can éhoose between
alternative employment Opportunities when seeking a job, and (2) the degree
to which they can decide themselves when to leave a job, or their job security.
The two components will often vary together. The remainder of this section
will attempt to indicate some of ﬁhe more important determinants of these
components of a worker's degree of control. (The reader is referred to
Sdrensen and Kalleberg [1974] for a more extended treatment of this topic.)

The range of occupations fme Which the individual has the alternative
of choosing is limited by restrictions on information. For example, there may
be a lack of knowledge regarding all the occupations which would be suitable
and for which one would bé qualified (including knowledge of requirements
for entry, rewards offered, oppoftunities for employment and advancement) and
the costs of obtaining this information may be too high. Such information in
turn is not randomly distributed in the population but differs according to

education, sex, family class position, etc. (Reiss, 1961), thus giving certain
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groups of people greater control over their employment situation than others.
Information restrictions also afféct control in another way,vthat is, since
organizatidns are limited in their selection byllack of.cémplete information
regarding personnel, they often use educational credentials to "screen" -
possiBle applicants t§ offset the hiring coéts involved in developing tests
to ascertain this informatién (Taubman- and Wales, 1973). Thus organizational
information restrictions make a lack of appropriate qualifications an important
factor producing a lack of controi. (Whether or not tﬁis usé of credentials
is a rational procedure on the part of organizations is another question;
Berg [1970] suggests that it may not be.)

Even if one has perfect information, however, an individuél may not be
‘able to obtain certain jobs if his mobility for somé reason is constrained.
The cost of moving to another geographical area is one such constraint.
Married women are ofﬁen éonstrained By tﬁe employment of their husbands.

Discrimination whether against certain races, ethnic groups or other minorities

can be seen as barriers to mobility that reduces a person's possibility of taking

advantage of existing employment opportunities. Whether barriers are caused by(
personal attribuﬁes such as marital status and geographic location,‘or by
structural forces such as discrimination, they reduce a person's control over
his employment situation.

Characteristics of the labor market Qill aiso influence one's control,
High empldyment levels, for example, will increase'the power of the individugl
vis-é—vis the organization since more jdbs will be available for persons seeking
jobs, and job incumbents have more control over the decisidn to leéve; In

addition, the structure of the labor market itself has an effect. An individual

has a greater probability of satisfying his desire for high income in structured

.labor markets where wages are set by union-management contract than in an
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unstructured labor market of individual bargaining.
Finally, one'g range of alternatives‘is limited by his,previous‘decisions
in the labor force. "Occﬁpational tracking" (Jakubaqskas and Palomba, 1973)
may:be‘expected to be increasingly coﬁmon due to the greatef éffess on
gredentials, making it difficult for persons to switch careers withdut
incurring the high'COSFS associaped with returning to school.
The»variables that influence the_matching pr0cesé in the Ways.described
above, such as informatioﬁ, geographical consfraints, and employment levelé,
~are variables that will be respoﬁsibie for the frequency of discrepancies’
between jobs and men, given a distributiqn of jobs and a distribution of
individuals. They will ﬁhus be imﬁorfant variables in an analysis at;empting
to account for variation in the amount of'jdb satisfaction éﬁong population

groups or change over time in worker attitudes and/or organizational effectiveness.

Discrepancies Resulting from Imperfect Matching

Having déscribed the general process by which a aiscrepancy between the
individualfand the job occurs, we shall in this section delineate the various
types of discrepancies that may occur. We shall describe two basic types of
discrebancies ~- those between the individual's skills and those required to
adequately perform the job and those arising from the individual not being able
to attain those aspects 6f work which he values.

The general cause of a discrepancy between the individual's skills and .
those required to édequately perform the job is a laék of iqformation onvthe'
part of the individual and/or ;he'organization. The individﬁal'has allaCk.of
information regarding the amount' of skill required to perfofm the job so he
must rely on such ”objecfive” ihdicators as the credential fequired for entry,
which may not be .highly correlated with required skill if the job has been

educationally upgraded (Berg, 1970; Scoville, 1966). The organization, on .
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the other hand, has a complementafy lack of informafion with respect to the
skills possessed by the individual and thus relies on sucﬁ "objecti&e" indicators
as the individual's credentials, which may also not be highly correlated with .
‘His‘abiliﬁy'to pefform the job. | R o

There are two basic types éf skill discreﬁancies. The-first, quaiity
-underemployment (also called "overtraining" [Kalleberg and Sgrensen, 1973]
or "underutilization"), occurs when an indi&idual is émpioyed af é job which
does not require the full use of his skill or occupationél cépacity (Jakubauskas
and Palomba, 1973). An extrémg example of this type would be a medical doctor
employed as an orderly in a hospital, but it has been suggested that this
situation is prevalent in lesser degrees throughout the work force (Mills,
i951; HEW, 1973)7 In aadition to the general cause of lack of'information,
this fype of discrepancy results from the drganizatiQnAhaving greater power
than fhe individual in the job éntry situation due to an ove?suppiy of qualifie&
ménpower. This situation is especially problematic in developing countries
where there is great demand for the expansion of the educational system as
an avenue to occupational attainment and where this expansion is not accompanied
by an expansion of the economy to be able to absorb such highly trained labor
(Myint, 1965; Treiman, 1970).

A second type of skill discrepancy may be termed "unde;trainingﬂ and
occurs when an individual is employed at a job for which he dqésn't have the
necessary skill or occupational capacity. This situation, if not causéd'
by lack of informatioﬁ, reflects the greater power of the individual
in the bargaining situation if it éccurs initially, since the organization hasg
been forced to greatly compromise its ievei of acceptable requirements.
. This situation may aléo oécur Whenlthere are rapid shifts iﬁ thé organization-

of work or the technology for which ;he‘worke; is not prepared (e.g.,
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"obsolescence of skills).

The second major category of discrepancies occurs when the individual
is unable to attain those aspects of work which he values. Within this

category there are at least four subtypes which are interdependent, since

one may value several correlated aspects of work and may simultaneously

fail to attain them.2

The first is the failure to obtain valued opportunities for self-direction
(i.e., the failure to obtain intrinsic rewards). This may be due largely to a

lack of information on the part of the individual, i.e., he can choose par-

- ticular occupational categories that he expects will offer self-direction

(e.g. [More and Kohn, 1960] dentistry), but within occupational categories

these opportunities may vary widely depending on how the particular job is

structured and defined by the organization. Even given perfect information,

‘however, this discrepancy may still occur since such opportunities are

determined by the way the organization structures its tasks and thus within
particular occupational categories the individual may have no opportunities
for the satisfaction of such values. It has been argued that such discrepancies
are prevalent among young, blue-collar Workers (Sheppard and Herrick, 1972)
and also occur when the professional's desire and need for autonomy clashes
with the organization's requirements for coordination (Kornhauser, 1963).

A second type occurs when the individual values a career (Goldthorpe
et al.'s "bureaucratic orientation'") but fails to obtain it. The individual
with a bureaucratic orientation may choose particular occupations that he believes
will facilitate a career, but within occupations a number of factors operate to
produce variation in the degree t§ Which a present job will lead to other,
more valued jobs. These include: fhe organization's rate of growth and turn-

over rate (discrepancies are more likely if these are low), and whether
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promotion policies are ambiguous and whether or not they are based on merit.

A third type occurs when the individual fails to obtain valued social
relationships. This again may be due to a lack of information on the
part of the individual since he may choose particular occupations that he
thinks may p;ovide such opportunities but these are largely determined by
the organizational setting in which the job occurs. For example, Form (1972)
has shown that opportunities for worker integration are constrained by the
degree of control workers have over their machines and by the density of the
workplace.

The final typé involves failures to obtain desired income, prestige, or
authority from one's occupation., These diécrepéncies are examples of incon-
sistent statuses insofar as differing expectations result from one's positions
on these hierarchies and on nonoccupational hierarchies such as education;
and are produced not so much by a lack of information (since these are attributes
of an occupation which are visible to the society in general), but by the
relationship between the supply of, and demand for, workers with particular

qualifications and on the structure of the labor market (Caplow, 1954).

Individual Consequences of Discrepancies

Having taken a job which involves omne or more of these discrepancies,
it is hypothesized that the individual will initially experience negative
psychological reactions, which will motivate him to attempt to eliminate the
discrepancy by individual means. If such efforts are unsuccessful, it is
predicted that the negativé reactions will intensify and various adaptations
will occur. In this section, each of these phases will be discussed in detail.
The initial experience of a discrepancy is hypothesized to result in

the individual experiencing negative psychological reactions. The processes
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invoived are not quite the same for all the types of discrepancies that we
. outlined in the last section, however, and thus it will be useful to briefly
discuss each type in turn.

With respect to the skill malfits, the first (underemployment), will not
per ge generate negative responses; for it to do so, the individual must value
the utilization of these skills. Thus, the reactions to this discrepancy
will appear as a component of the intrinsic discrepancies. The second type
of skill malfit, undertraining, is amtransient state which is not likely to
persist since it is assumed that it is in the interests of the organization
to provide the worker with the training which is.necessary for him to adequately
perform his job. (See Sdrensen and Kalleberg [1974] for an extended discussion
of discrepancies involving skills.)

In the case of intrinsic discrepancies, the worker doesn't obtain his
desired opportunities for self-direction which includes a lack of opportunity
to use his skills and abilities. This type most closely resembles the
incoﬁgruency between the individual and the organization described by Argyris
(19573 1964) and its predicted consequences for the individual include frustration,
conflict, and feelings of psychological failure. Similarly, these reactions are
also hypothesized in the case of discrepancies with respect to careers and social
relationships, these too being.incongruencies'between-the needs of the individual
and the demands of the job.

The final types of discrepancies, those involving income, authority, and
prestige, are aiso hypothesized to produce these reactions though in these
cases two additional mechanisms may be expected to be operative. First, there [
méy be a "status inconsistency" effect to the extent that the individual is i
faced with differing expectations with respect to past achievement (e.g., in

education) and those associated with his present occupation. Second, the
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individual may consider himself to be in an inequitable situation insofar as
his expeétations for income and status are based on what he considers rewards
for his investments in education‘or training.

Given that the individual experiences negative psychological reactions
as a function of one or more of these discrepancies, it is hypothesized that
he will attempt to eliminate the discrepancy by individual means and thus
presumably eliminate the resulting frustration, conflict, or feeling of psy~-
éhological failure. .There are two major mechanisms by which he may do this.
He can leave the discrepant situation of eliminate the discrepancy by modif&ing
his orientation toward work. We shall discuss each of these in turn.

The first mechanism, quitting the job, is tﬁe most extreme form of
conflict reduction and will be utilized only as a last resort since it is
likely to involve sizeable costs to the individual (Pondy, 1967). These
include costs of dislocation to himself and his family (Argyris, 1964) and
the individual is likely to be highly doubtful that the probability of his
finding a more suitable job will be great since the particular supply and
demand employment situation and lack of information which produced the
discrepancy initially may still exist.

The second, more probable mechanism for eliminating the discrepancy is
to adapt to the present job by changing or modifying one's orientation to
work to éonform to what is presently available. Here we hypothesize that the
work orientations are not independent but form a hierarchy and that individuals
may begin to value most highly those aspects of work in their hierarchy that
are available to them. Thus, workers who initially valued primarily intrinsic
aspects of work may see their work primarily as a source of income (see
Argyris, 1972), or they may develop a career orientation and see their present

job primarily in terms of a stepping-stone to better jobs, etc. There are a
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number of constraints on the extent to which one can substitute such orientations,

however, such as the strength with which one initially held an orientation

and the extent to which the various aspects of work which one values are positively

correlated. If one's values are institutionally supported, for example, as the
professional's valuation of autonomy is supported by a professional association
with its norms, codes of ethics, circles of colleagueship, etc., he would be
less likely to opt for a primarily extrinsic view of work than if he did not
have such a reference group.

In the event that the individual is unable to eliminate the discrepancy(ies)
by one of these methods, it is hypothésized that the initial negative psycho-
logical reactions will intensify. He will'have low job satisfaction and
will adapt in various wayé in order to cope with the situation.

The worker may adapt individually via apathy and noninvolvement in work
and may decrease his expectations (and perhaps even his aspirations) that his
needs will be fulfilled via work. He may also become aggr;ssive, hostile, and
attack the sources of his frustration (Argyris, 1957).

The worker may also seek group supporf to guarantee the existence of
these adaptive mechanisms, thus creating informal groups within the organization
which may engage in activities that are antithetical to the interests of the
organization (e.g., group slowdowns, quota restrictions) (Argyris, 1957; 1964).
These informal groups in turn may be perpetuated by becoming formalized. Such
formal groups (e.g., unions, occupational associations) may be viewed as
institutionalized means of guaranteeing the existence of informal adaptations
as well as means by which collectivities of individuals seek to strengthen
their position with respect to the organization in order to decrease their

discrepancies. (The needs and motives of individuals may thus become an
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~internal force for organizational change [Katz and Kahn, 1966].)

The issues that these formal groups are involved with presumably reflect
the concerns of their membership. Unions, for example, attempt primarily to
decrease discrepancies Wifh respect to iﬁcome, careers (attempt to make
promotions based on seniority, etc.) and such working conditions as the
quality of social relationships. These concerns.may reflect the work values of
their members and the belief that these issues are the ones which the unions
are most able to affect. Occupational associations, notably professional
associations such as the AMA and ABA, on the other hand, while concerned with
income and careers are also interested in such content of work issues as
autonomy and control over work (see Kornhauser, 1963), which may be a reflection
of the greater priority placed on these factors by higher status workers
as well as their need for these to effectively perform their work. The extent
to which such collective actions are likely to be effective in decreasing these

discrepancies will be a function of the formal group's financial resources,

political strength, and control over the supply of labor (Yale Law Journal,
1966), as well as the centrality of the occupation's skills to the organi-

zation's functioning and the prestige of the occupational group (Scott, 1966).

Consequences for the Organization

The adaptations and reactions of individuals to these discrepancies (e.g.,
informal activities, job dissatisfaction, absenteeism, turnover, lack of
involvement) will haﬁe éonsequences for the organization and may lead to its
reacting'in such a Way as to increase or degrease the problem. .In this section,
we will briefly outline some of these consequences and some possible reactions.

Argyris (1964) argues that the informal activities and the experiences of

psychological failure which accompany discrepancies reduce the amount of
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psychological energy available to the organization and thereby reduces its
effectiveness.4 That such an incomplete utiiization of human resources is a
reflection of low organizational effectiveness has also been argued by Katz
and Kahn_(l966) and Yuchtman and Seashore (1967). Lawrence and Lorsch (1968),
moreover, suggest that a reason for the low performance of an organization is
the lack of fit between managers and the structure of the organization. Other
consequences for the organization include: pressures to displace goals
(Etzioni, 1964); greater costs due to increased need for control and coordination
(Etzioni, 1964); increased problems of communication (Argyris, 1964); ana in
general, the inhibiting of the productivity, stability, and adaptability of
the organization (Pondy, 1967).

The reactions of the organization will be directed toward alleviating these
consequences; but whether these reactions will aggravate or alleviate the
problem will depend on whether the organization correctly perceives the cause
of the problem and whether the measures it takes to resolve it are appropriate.
In the case of a discrepancy involving self—direétion, for example, Argyris
(1957, 1964) has argued that the problem for both the individual and the organi-
zation will be increased if management perceives the difficulty as due to
inappropriate employee attitudes and reacts by authoritarian and directive
leadership, tighter controls, making working conditions more pleasant, etc.
Similarly, if theldiscrepancy involves primarily insufficient income,
methods such as job enlargement will not be appropriate. On the other hand,
organizations may correctly diagnose the problem and may react in such a way
as to decrease the discrepancy and increase its effectiveness. Fof example, -
Blau (1968) suggests that a decentralization of authority and responsibility
may occur in response to an increase in the expertness of the staff; and Hall

(1972) suggests that a decrease in formalization may accompany an increase in
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the professionalization of workers.

Summary and Conclusion

The matching of individuals to jobs in an industrial society is a problem-
atic process which has a high potential for conflict. 1In this paper we
have attempted to develop a conceptual framework which would help to identify
the key variables in this process and thus serve as a source of hypotheses for
empirical research into these problems.

It was argued that variation among jobs is attributable to two main
sources ~~ variation due to their being associated with different occupational
categories and variation within occupational categories produced by differences
in organizational settings. Individuals also vary in their qualifications
and in their orientations toward work.

It has been stressed that in an industrial society, jobs vary independently
of the characteristics of individuals and therefore considerations of the
degree of "fit" between them become both relevant and important.

Individuals and jobs are joined in a matching process wherein each party
attempts to satisfy his objectiveé —— the individual attempts to find a job
which has characteristics that are congruent with his values toward ﬁork, and
the organization attempts to find a worker with maximum oroductivity. The
extent to which each party is able to achieve its objectives is dependent upon
its relative power in this exchange, and to the extent that the resulting bargain
is not mutually satisfactory the potential for a discrepancy exists.

Two major types of discrepancies resulting from imperfect matching were
delineated. First, discrepancies between the individual's skills and those

required to adequately perform the job ~—- overtraining and undertraining.
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Secpnd, discrepancies due to the failure of the individual to obtain valued
aspécts ofvwork,—— intrinsic rewards, careers, social relationships, and income,
prestige and authority.

The individual's experience of these discrepancies will result in initial
attempts to eliminate them, by leaving or by changing his orientation toﬁard
work. If these fail, it is predicted that negative job attitudes, informal
activities and collective action ﬁay ensue. These adaptations are also |
likely to lawer the effectiveness of the organization.

Having identified some of ﬁhe variables that are involved in the matching
of individuals and joBs and having described how these variables are inter-
related, the ﬁext’step reduired is empiricai research to strengthen these
argumenté and to form the basis for a theory.of the relationship of the
individﬁal to the job in an industrial society.: The concern with these issues
seéms highly app;opriaﬁe in view of the renewed interest of sqciologiSts

in the quality of workers' employment experience.
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The Human Capital approach in economics, for example, treats education

as an investment one makes to increase his capability as a producer and

compqtes'rafes of return (in the form of income) on this investment.

‘Similarly, education can be conceived of as an investment one makes to

oftaih any aspect of.work which he values. Botﬁ of these conceptions
éssume a rational'agtor, th will not invésf ﬁniess he expects some return
on his inveétmenﬁ. |

Rather ;héﬁ a coﬁception of.a worker valuing one of seve;al aspéctslof

the job and thus haVing one type of disérépancy should'he fail to'obtéin
it, a mpre correct view would»bé‘to recognize thaﬁ each'worker values

all aspects of the job in varying degrees and thus may have varying

‘degrees of discrepanéy with respect to all of these aspects. This

‘consideration becomes especially important when attempting to empirically

investigate the consequences of discrepancies, but is a subtlety that will

not be explored further in this paper. Instead, when we speak of a worker-

‘having "a'" discrepancy, this should be taken to mean the greatest discrepancy

or his failure to obtain his most valued aspect of the job.

The arguments advanced thus far in.this paper refer mainly to discrepancies
ﬁhat occur iqitially when thé individual‘ana the job are matched. It

Should bevrecognized that ;ther processes may produce such discrepaﬁcies,
however. There can be a process of socialization at work, fdr ex;mple,
which could lead from a‘nondiscrepaﬁt matech at job eﬁtfy to a discrepant

one éfter“a>num5er §f years and‘no promotion. The discussién.iﬁ this paper
from this point on assumes that a discrgpancy has occufred and is applicable

regardless of whether the discrepancy occurred initially or over time.
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4. Argyris defines effectiveness as achieving the core ;ctivities of the
organization (i.e., achieving its objectives, maintaining the internal
system, adapting to the ‘external environment) gt a comstant or increasing

levei with the same or decreasing increments of inputs of ehergy.
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