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ABSTRACT

It is the hypothesis of this paper that a distinc
tion can be made between cosmopolitan and local attitudes 
within the American business setting. Further, this dis
tinction is correlated with the formal education and 
specialized training an individual has received.

A cosmopolitan is defined as one committed to 
specialized, professional skills; is not loyal to the em-. 
ploying firm or geographic area; and associates with a 
reference group outside the work environment. The local 
individual is not committed to a specialized skillf is 
loyal to the company and the geographic vicinity and has a 
reference group inside the company.

The Guttman Scalogram Technique, the methodology 
chosen for the study, utilizes a series of statements. It 
specifies a listing of each individual response. The pat
tern formed should provide a distinctive difference of 
opinion for each statement.

The results of the study confirmed the hypothesisi 
Those individuals who showed high cosmopolitan traits were 
the more highly educated. Those who showed high localistic 
traits were the less educated.

- V  v i i i  ' - -.



CHAPTER I

INTRODUCTION

The distinction between the cosmopolitan and local 
orientation has been examined by various persons in recent 
years. These various studies have provided evidence that 
a distinction may be made between the orientations.

Although many researchers have attempted to de
scribe individual orientation in regard to cosmopolitan
or local attitudes they have not applied this theory of

. 1
divergent orientation to a business setting. The present 
study attempts to differentiate between the cosmopolitan 
and local orientation using a business setting . . . a region
completely unexplored in this area of research, and very 
•promising in the area of application. The objectives of 
the study provide meaningful insights to both employer and 
employee. The awareness of these varying motivational 
attributes can be valuable in obtaining more efficient re
cruiting f productivity and retention of employees.

Carle Zimmerman's (Zimmerman, 1938) work with 
cosmopolitans and locals represented the earliest mention 
of these terms in American literature. It was Zimmerman 
whose English translation in 1940, of Ferdinand Toennies'



concept of Gemeinschaft (localistic) and Geselischaft 
(cosmopolitanistic) gave explanation to these terms.

Robert Merton was the first to see the divergent 
orientation between the cosmopolitan and local individual 
in the United States. It was this pioneering work, in 
1943, by Merton which led other persons to test the dif
ferences in various fields. For example, Alvin W. Gouldner 
extended the work of Merton and Toennies, concerning cos
mopolitan and locals, to the university setting (1957,
1958).

. Gouldner (1954, p. 7 01), have found: "Cos- ■
mopolitans tend to be highly committed to special profes
sions or skills, less loyal to local employing agencies, 
more itinerant, and more motivated by recognition from, 
outside or 1 outer reference groups' and especially from 
professional or vocational peers not necessarily locally 
moored. In contrast the localites tend to be loyal to the 
local employing agency, to be low on commitment to the pro
fession or specialized skills, more frequently seek recog
nition and acceptance from 'insiders' in the local work 
scene, and more often come to be known, as 'company men'."

Kornhauser describes the two concepts as follows: „ 
11 Cosmopolitans: those low on loyalty to the employing
organization, high on commitment to specialized role skills



and likely to use an inner (organizational) reference group 
orientation" (1962r p. 12 0).

A cosmopolitan, then, is an individual who is high 
on commitment to his special skills, is low on loyalty to 
his employing organization, and associates with a reference 
group outside the work force. He is an individual belonging 
to ail parts of the world, free from national, local or 
company prejudice. A local is quite opposite„ He is high 
on loyalty, is committed to advancement within the organiza
tion and geographic region, and has an inside reference : 
group. '

The cosmopolitan and the local are to be found 
within the contemporary business community. It is the 
assertion of this paper that the characteristics possessed 
by these two types of orientation are similar to those of 
professional and bureaucratic orientation.

A bureaucrat is an individual who is integrated . 
both socially and psychologically into the concentration 
of power in the administrative bureaus found today. His 
relationship with fellow employees is determined by the 
formal organizational structure in which he works.

Weber felt that bureaucracy was based both on ex
pertise and discipline. ■ The term bureaucracy under current 
usage has developed a meaning deviant from that proposed 
by Weber. In the United States the term is used to describe
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the "pathological bureaucrat" or individual who operates 
within a system which reveres that system as an end in 
itself„ This is the context in which this paper will use 
the term (Gouldner, 1954 r p'. 21-22) „

A professional is, by definition, one engaged in an 
occupation which requires specialized skills or specialized 
education. The professional, as a doctor, lawyer, or 
teacher, is dedicated to his work and profession rather than 
a specific geographic or organizational allegiance,

"At present there goes with the employed status a 
sense of dependence? that is so because organizations have 
been permitted to gain control," This philosophy of the 
organization is a thing of the past, "The man who belongs 
to a profession which has won for itself prestige and a 
position of dignity, may pass from the service of one organi
zation to that of another,. Though he remains salaried all 
his life, he takes his stand upon his proved competence and 
experience; he serves one client after another much as does 
a free-lance worker." Carr-Saunders goes on to say: "He
is attached primarily to his profession whence he goes out, 
as occasion may offer, to render his services in some co
operative organization, and whither he returns" (Carr- 
Saunders, and Wilson, 1964, p. ,502).

When the word "professional" is mentioned, doctors,
 ̂ ■ 
lawyers, teachers, come to mind. However, management may



also be thought of as belonging to this group. As early 
as 1880, the English journalist, T. H. S. Escott, looked 
upon merchants as professionals (Reader, 1966, p. 150).
The average person, however, is an amateur. There comes a 
time in his life when his knowledge of a subject is not 
sufficient to solve the existing problem. He fconsults a 
doctor when he is sick or a lawyer when he is in need of 
legal advice. Doctors and lawyers make mistakes in their 
dealings with the general public and they are not always 
successful, but the amateur expects to receive expert 
advice from the professional (Hughes, 1958, p. 78-79, 
.140-142).

To make sure that each individual will receive the 
expert advice he needs, each group of professionals attempt 
to limit the persons who practice within the profession 
to those with expert knowledge and specialized training, 
thus eliminating the untrained. To accomplish this a ' 
licensing system is usually established to control entry 
into the profession. In a sense, no group can become 
professional until it can set the modes of behavior for 
its members. The management profession has not yet reached 
'this point (Hughes, 1958, p. 140-142).

The professional man is judged by his peers, and 
his relationship with his colleagues is paramount; the 
client and the institution are only secondary. In the
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same respect, a professor performs best not to provide the 
student the best possible service or to give the university' 
a fine reputation, but to bring prestige to his profession 
in the eyes of his peers through research, satisfaction is 
achieved through peer satisfaction.

Louis Allen has stated: "We define a profession 
as a specialized kind of work practiced through the use of 
classified knowledge, a common vocabulary, and requiring, 
standards of practice and a code of ethics established and 
recognized. It draws upon the sciences and other fields of 
knowledge but has its own sources of information logically 
sorted out and labeled. A professional can utilize the 
experience of others by applying recognized principals in 
the performance of his work. He belongs to a homogeneous 
group, the members of which are characterized by their ad
herence to accepted ethical standards, their understanding 
of a common language, and the competent performance of the 
work of their profession" (Allen, 1964, p, 87).

The purpose of this study is to develop a means of 
differentiating between the cosmopolitan-professional and 
the local-bureaucrat, The Guttman scalogram method is 
chosen to measure the dichotomy. This method consists of 
recording responses to a series of statements on a table.
The statements are designed to produce a pattern of



response. It is believed that this pattern will correspond 
to educational data obtained pertaining to the individual.

It is the belief of the student that the ability 
to measure the cosmopolitan-local dichotomy will permit 
employer and employee to be aware of characteristics that 
influence performance and satisfaction within the’ employing 
agency. Further, it is believed that management is moving 
in the direction of professionalization. The increase in 
professionalization will create large changes within the 
corporate structure.



CHAPTER II

STATEMENT OF PROBLEM AND METHODOLOGY 

Statement
It is the hypothesis of this paper that a distinc

tion can be made between cosmopolitan and local attitudes 
within the American business setting. Further, that a 
functional relationship exists between the cosmopoliton- 
local distinction and the amount of formal education or 
specialized training that a person has received.

Guttman Scalogram Method 
In 1947, Louis Guttman developed the Cornell Tech

nique .to quantify data collected from given experimentations. 
This technique provides a means of testing data from a 
given population. It is not complex and requires no elabo
rate, special equipment, but rather is a detailed clerical 
procedure that may be employed by an unqualified statisti
cian (Edwards, 1957, p. 178-181). It is extremely time 
consuming, but C, H» Coombs (195,0) feels that it provides 
a simple method of evaluating data, The Guttman Sociolo- 
gram technique is perhaps the most useful of the various 
scaling technique's developed to date. It is effective for 
varieties of general research and the complexity of the



method will not be effected by deviation in numbers (Gutt-. 
man, 1947b, p. 458-459).

The procedure is relatively easy to follow. A 
population or universe is defined. A random sample of 
said population is chosen for questioning. The content of 
study is defined and items are chosen to measure the con
tent (Guttman, 1947a).

A pre-test is required to assure actual measurabil
ity of the content. Twelve statements are sufficient for 
this purpose. The sample group is asked to reply to the 
statements (Guttman, 1947a). .

A given universe is said to be scaleable if deter
mination of a person's ranking within the sample group, 
will permit that person's response to the individual ques
tions to be reproduced (Guttman, 1947a). That is, the 
position within a given group will enable the examiner to 
determine the respondent's reply to each statement„,

The Guttman scalogram analysis is unidimensional 
in nature. This aspect of the analysis permits its use 
despite a non^precise measurement. As an example, assume 
the existence of five rods in varying lengths and six 
sticks with the same attributes. No measuring devise is 
available, however, it is desirable to determine a relation 
ship between the various rods and sticks (Edwards, 1957, 
p. 173-175),
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Without knowing the exact length of the five rods 

and six sticks, it is possible to determine a relationship. 
The rods are ranked according to length from number one 
to number five (Edwards, 1957, p. 173-175).

As Figure 1 demonstrates, by placing a number of 
items on an unidimensional continuum it is possible to 
determine a ranking of dissimilar items (Edwards, 1957, 
p. 173-175).

The change from rods and sticks to attitudes re
quires only a minor transition. Statements replace the 
ranked rods, being ranked from most favorable to least 
favorable„ The respondent takes the place of the sticks.
If the respondent answers a question favorably, he receives 
a weight of "1"? if unfavorably, he receives a "0U (Edwards, 
1957, p. 175-176).

The Cornell Technique requires that a table be 
made, A column for each possible response is necessary 
as well as one for subjects and total score. The individual 
with the highest total score would be placed at the top of 
the list. The remaining scores are ranked in descending 
quantity (Edwards, 1957, p. 178-181).

In Figure 2, perfect reproducibility is demon
strated, Observe that, from the total score of each in
dividual it is possible to reproduce each response to each 
question (Edwards, 1957, p. 178-181).
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Sticks
1

Ranks
2

of
3

Rods
4 5

Scores of 
Sticks

a 1 1 1 1 1 5
b 0 1 1 1 1 4
c 0 0 1 1 1 3
d 0 0 0 1 1 2
e 0 0 0 0 1 1
f 0 0 0 0 0 0

Figure 1. Comparison of sticks to rods. 
Source: Edwards, 1957.
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Subjects
1

1
0

Statements 
2 3 

1 0  1 0
4

1 0
Scores

1 X X X X 4
2 X X X X 4
3 X X X X 4
4 X X X X 4
5 X X X X 3
6 X X X X 3
7 X X X X 3
8 X X X X 2
9 X X X X 1

10 X X X X 1
11 X X X X 1
12 X X X X 0
13 X X X X 0
14 X X X X 0

Figure 2, Perfect reproducibility of four state
ments .
Source: Edwards, 1957.



In practice it is impossible to reproduce perfectly. 
In spite of that, it is important to determine how closely 
a given datum comes to being perfect. There is established 
for this purpose a "cutting point" or points where the most 
Common responses shift from favorable to unfavorable (Ed
wards , 1957, p. 181).

The cutting point presents no problem if there
. ■' jexists a theoretically perfect reproducibility. In practice,

the point is often difficult to locate. Guttman offers
little guide in determination of the cutting point save two
broad rules. One, error should be minimized; and two, "no
category should have more error in.it than non-error".
Determination of the cutting point may indicate if the
sample is scalable or not, However, an excessively large
number of responses at the high or low extreme will raise
the coefficient of reproducibility substantially (Edwards,
1957, p. 181).

Figure 3 illustrates the Cornell Technique used on 
statements without perfect ireproducibility. The cutting 
points for each of the four statements follow the Guttman 
criteria of minimal error and less error in each category 
(Edwards, 1957, p. 183).

The frequency of agree and disagree responses are 
recorded at the bottom. Also at the bottom, is the number 
of errors found in each column, One error is recorded for
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Subjects Statements Scores
1 2 3 4

1 0 1 0 1 0 1 0

1 X X X X 4
2 X X X X 3
3 X X X X 3
4 X X X X 3
5 X X X X 3
6 X X X X 3
7 X X X X 3
8 X X X X 3
9 X X X X 2

10 X X X X 2
11 X X X X 2
12 X X X X 2
13 X X X X 2
14 X X X X 2
15 X X X X 1
16 X X X X 1
17 X X X X 1
18 X X X X 1
19 X X X X 1
20 X X X X 0

f 12 8 6 14 8 12 16 4
e 1 1 3 1 2 2 2 0

Total Error = 12

Figure 3. Cornell Technique. 
Source: Edwards, 1957.



each negative answer above the cutting point and each posi
tive reply below the cutting line. By adding the errors 
in each column a total error is reached. In this particular 
case the total is 12 (Edwards, 1957, p. 182-183).

The total number of responses is determined by 
multiplying the number of subjects (20) times the number 
of questions (4). The total of responses may be compared 
to the errors. The coefficient of reproducibility is 1,00 
minus the error of reproducibility (Edwards, 1957, p. 182- 
183), Dividing the 12 errors by the 80 responses a 0.15 
value is derived. This is the error of reproducibility, 
thus the coefficient of reproducibility is 0.85 (1,00- 
0.15) (Edwards, 1957, p. 182-183).

The coefficient of reproducibility represents a 
measurement of the deviance of responses to reflect the 
attitude measured. An attempt to determine response from 
the score will not meet with the same degree of success.
By choosing a cutting point that minimizes the error, the 
coefficient of reproducibility is overstated (Edwards,
1957, p. 182-183).

It is often desirable to offer more than two 
responses to the interviewee. To measure the content of 
the statements, it is necessary to assign weights to each 
category. The replies may be assigned a weight from "0”
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to "4" points, the higher weighting given to the more 
favorable attitude (Guttman, 1947a).

By means of addition, a total score may be obtained 
for each individual. The questions are then ranked accord
ing to the total scores from high to low. A table is pre
pared- -one column for each question (Guttman, 1947a)^

The individual's response may now be recorded.. At 
the bottom of the table, the frequency of each response is 
placed. Scalability may now be tested. The high total 
scores should respond favorably to each question (Guttman, 
1947a).

Seldom can a multiple response category be repro
duced. The coefficient of reproducibility will undoubtedly 
fall below a meaningful level. This is in part caused by

y- -the sheer number of choices and partly by the verbal pat
terns of individuals. Two persons with the same opinion 
about a given statement may answer differently— one agree
ing, the other strongly agreeing (Guttman, 1947a),

By combining like response weights, the verbal 
variable may substantially be reduced. Thus positive 
response weights "4" and "3" are combined. Likewise, 
negative weights "1" and "0" are meshed. This process 
will produce a higher degree of reproducibility without 
separating like responses (Guttman, 1947a).
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A new, second ranking should now be tried. The 

new scores are added arid new ranking established. The 
coefficient of reproducibility should now be larger than 
during the previous trial (Guttman, 1947a).

Further refinement of the responses will permit a 
greater percentage of reproducibility. The elimination of 
the undecided category will leave only two responses to be 
scaled— agreement and disagreement. The Guttman scaling 
theory is best observed under this limited category ap
proach. Clearly reproducibility should be extremely high 
at this point. Unfortunately the elimination of the un
decided category will bias the results and therefore must 
be used as a point of information, not as a stated fact.

To draw the conclusion that a universe is scale- 
able on the basis of percent of reproducibility is a false 
assumption. It is possible that one category, within a 
specific item, may have a high or low frequency. This 
would have the effect of making reproducibility artificially 
high. The extreme possibility would be if every response 
to one statement were positive. There would be no error 
for that statement and the reproducibility of all questions 
would be abnormally high.

Attitude measurement allows the respondent to ex
press an opinion, pro or con, on a given subject matter.
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' It, however, does not measure the degree of favorability or 
unf.avorability (Guttman and Suchman, 1947, p. 57-58) .

Guttman theorized that the attitude survey will be 
"bipolar" in nature. That is, intensity of feeling on a 
subject will go from strongly positive to neutral to 
strongly negative. Response to questioning will yield a 
content measurement from high to medium to low. Corre
sponding to this content score is an intensity score. In
dividuals responding highly will have a high degree of 
feeling on the given subject. Those individuals in the 
middle area will have a low degree of feeling? they are 
less intense concerning the subject matter (Togerson, 1958, 
p, 336),

An example of degree of intensity is given by 
Guttman (Guttman and Suchmah, 1947, p, 58), An individual 
may be "for" a candidate but more "for" the opposition 
candidate, A man who professes to be pro-labor but will 
cross a picket line is less intent on the subject than the 
man who honors the line.

It is helpful to determine a point at which.opinion 
changes from favorable to unfavorable .> This is the low

fpoint of intensity. Guttman suggests that the measurement 
of intensity when compared to content will locate this 
point. He defines this low point as the "zero point". For
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this purpose, measurement of intensity must be independent 
of content measurement (Guttman and Suchmanf 194 7, p. 58).

There are two methods suggested by Guttman by which 
intensity may be measured. The first is called the ”two- 
part technique". Basically this method is quite simple.
It consists of asking a series of questions on a common 
subject, and then asking the respondent how strongly he 
feels about his former answer. This gives an intensity 
score as well as a content score. This is advantageous 
for the results may be placed on a graph to indicate the 
relative strength or weakness of those favorable or un
favorable opinions.

In practice, this technique has one disadvantage. 
When the interviewer first attempts to ask a question which 
requires a positive or negative answer, and then tries to 
locate an intensity for the answer, this problem can arise; 
If the original answer is "undecided", the intensity mea
surement may be "very strong". This creates a situation 
where the answer may be interpreted as--(1) the question 
is very important, or (2) the respondent is very sure of 
his first answer. There are a number of combinations that 
"can lead to multiple conclusions (Guttman and Suchman,
1947, p, 60-67).

To avoid this possible confusion over the meaning 
conveyed by the questions, a second method of measuring

. - ■ ' . 0
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intensity was developed. The "fold-over technique" combines 
intensity and attitude in one answer. This is accomplished 
by allowing the respondent, five choices-'-strongly agree, 
agree, undecided, disagree, and strongly disagree. The 
respondent indicates his intensity by marking the approp
riate space. This provides the information needed for 
scalogram analysis without creating additional problems.
By answering the intensity question, the examinee expresses 
his favorable or unfavorable attitude (Guttman and Suchman, 
1947, p. 262-265).

The second step of the fold-over technique is to 
combine the strongly agree and strongly disagree replies 
into one category. A weight of "2" is assigned this high 
intensity strongly agree or atrongly disagree category.
The agree and disagree responses are brought together in a 
second category with a weight of "1". The undecided re
sponse, being the least intense, will be assigned a weight 
of "0" (Guttman and Suchman, 1947, p. 265-268).

A scattergram may now be constructed to facilitate 
the determination of the zero point. Figure 4 demonstrates 
the scattergram of intensity and content. The circled 
figure in each column represents the median intensity for 
that particular column (Guttman and Suchman, 1947, p. 265- 
268).
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TotalIntensity Content
9-10 1412-13110-2 3-5 6-8

14
13
12
11
10

13
10

50Total

Figure 4, Scattergram of intensity and content. 
Source: Edwards, 1957.
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In theory the line drawn to the medians would be a 

semicircular shape. In practice, the curve traced will 
be a "u" or "j" shape. In the example, the curve descends 
from the right, favorable score, reaches a low point at the 
4 interval. To the left, responses are unfavorable; to 
the right, responses are favorable (Guttman and Suchman, 
1947, p. 265-268).

The intensity, curve provides a zero point and also 
demonstrates the strength of attitudes and the degree to 
which attitudes are divided. The shape of the curve pro
vides information about the attitudes measured. If the 
curve is sharply curved, the attitudes are sharply divided.
If the curve is flat, the attitudes are not sharply di-1
vided.

There are disadvantages of the fold-over technique« 
Intensity and content scores are not independent of each 
other. The method assumes that the "strongly agree" and 
"strongly disagree", "agree" and "disagree" are of equal 
intensity, which may not be the case (Guttman, 1947a, 
p. 268-269),

On the plus side, the method does give the desired 
"u" dr "j" shaped curve, and eliminates the problems pre
viously discussed with regard to the two-part technique, 
and provides savings of time and material needed for ad
ministering the statements (TOgerson, 1958, p. 337) ,
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Present Study Methodology

One hundred and fifty-one executives, employed by 
three.corporations within the state of Arizona, co-operated 
in the present study. In order to avoid any suggestion of 
bias through possible normative inflection, the 12 state
ments were presented to the examinee in written form. Each . 
examinee was asked whether he "strongly agreed", "agreed", 
"disagreed", "strongly disagreed" or was "undecided" in 
regard to the statements. An attempt was made subtly to . 
orient the statements toward the local or the cosmopolitan 
viewpoint.

The scalogram analysis, developed by Guttman, was 
the method used to quantify the data collected. An in
tensity weight was assigned to each attitude the respondent 
expressed, with the higher ratings assigned to the cosmo
politan whether the statements' were cosmopolitan or local.
In statements that would normally be answered as positive 
by a cosmopolitan, four points were given for a "strongly 
agree" answer, three points for an "agree", two for an 
"undecided", one for a "disagree", and finally, no points 
for a "strongly disagree" answer. This method of point 
assignment was not to be interpreted as an indication of a 
normative decision in favor of the cosmopolitan; it was 
merely a method of differentiation between the two types of 
individuals.
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In each of the 12 statements, the respondent re

ceived the number of points corresponding to his indicated 
intensity. Therefore the total scores could range from 0 
to 48, Using the total scores received from each ques
tionnaire f the replies were then put on a table in descend
ing order. This gave a specific pattern to the responses.

A six letter categorical system was,jdeveloped to 
differentiate the various educational levels found in the 
questionnaires:

A. Partial High School Education
B . High School Diploma
C. Partial College Education
D. Bachelor's Degree
E. Master's Degree
F. Doctorate Degree

While each category was self explanatoryf added 
weight was given to those respondents who had received 
specialized training in either industry or the armed 
services. As an example, an individual with a partial 
college education and numerous specialized training courses 
in the armed forces would be considered a college graduate 
or ranked as "D". By assigning numerical value from 1 to 
6 for each categoryf A to F respectively t a total and aver
age educational level was determined for each company 
tested.

The data collection method chosen for this project 
was the mail. Although this method lacks the precision,,
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flexibility, and control of a personal interview, it does 
have many positive attributes. Because it is possible to . 
get a wider representative sample with this form of col
lection, there is no need for the training and organizing 
of additional staff members. People tend to be franker 
when the interview is conducted anonymously, The respondent 
has plenty of time to mull over his answers, if necessary, 
without inconveniencing an interviewer. Most important, it 
reduces the funds necessary for the project.

This method of data collection is not flawless.
There are three major disadvantages: (1) There is always
, - ' - i
the possibility of a large non-response, which will intro
duce bias, This is especially true when the returns are 
anonymous, as it is impossible to analyze the character
istics of the non-respondents. One major cause of a large 
non-response is a questionnaire that is formidable in 
appearance (Clark and Kriedt, 1948). (2) Extensive prob
ing is not possible and the respondent could be influenced 
by. others. (3) The greatest drawback is that this method
is the slowest of all possible methods. To compensate for 
the slowness factor, the questionnaires were distributed 
by a member of the personnel department of each of the 
various corporations, / ;

As in■any survey of this type, the actual form of
\ .the questionnaire was most important. The form chosen was
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a structured one as unformidable as possible in nature. 
Open-ended questions tended to alleviate the bias. Since 
no normative decision was involved, the danger of the ques
tions appearing "loaded” was held to a minimum. Also in 
order to eliminate the possibility of interaction between 
question, the questionnaires were sent out to be pre-tested 
with the statements in random order. These statements were 
reviewed and judged as to their clarity, simplicity and 
concreteness of response in a business class at The Uni
versity of Arizona and also by a small business corporation 
located in Cleveland, Ohio.

Each questionnaire was accompanied by a short intro
duction which outlined the subject of the questionnaire 
and the rules to be followed in filling Out the form,. In 
addition, certain information was obtained about the indi
vidual. He was asked to indicate his age, the highest 
level of his education, specialized training received, and 
his years with the present company.

The professional appearance, the University of 
Arizona addressed postage-paid return envelope, and the 
anonymous feature of the questionnaire, increased acceptance 
by both company management and respondent. By working 
through formal organizational channels, but specifying 
anonymity, the questionnaire was very well received.
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Statements

One questionable aspect of the Guttman theory was • 
the selection of the statements used in the testing process. 
Guttman felt that experience and intuition were the quali
ties to be used. This non-rdefinitive approach was criti
cized on the basis that the make-up and scaleability of the 
subuniverse chosen for the test may vary from the total,. - - 
universe (Edwards, 1957, p. 201-203).

The techniques Of the Guttman item selection and 
analysis have not been proved by sampling techniques other 
than scaling, however, the Guttman technique has been used 
for solution in a wide variety of problem areas (Edwards f 
1948) .

The pro and con arguments concerning this question 
were endless. Not wishing to become involved in the alter
cation in which theories abound and consensus was lacking, 
it was safe to assume that reaction to the prepared state
ments will vary from group to group. The basic cosmo- 
politian-local dichotomy will, nevertheless, manifest 
itself. Differential answers from variant groups permit 
analysis of the specific firm and geographic area in rela
tion to the employees tested.

Guttman believed the quantity of statements should 
be minimal; possibly as few .as four, but certainly not more
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analysis and experience of the interviewer.

Clark and Kriedt (1948) feel that the few items 
required and the reproducibility checks of consistency are 
two strong points of the Guttman Cornell Technique. All 
items have outside influences, however, and more than just 
a few items are necessary (Carroll, 1945).

Alvin W. Gouldner's study of cosmopolitans and 
locals on a small college campus utilized the Guttman in-' 
tuitive method of selecting statements with a high degree 
of reproducibility.

The successful work of Gouldner prompted a group at 
The University of Arizona to examine the possibility of 
extending Gouldner's finding into a new field. The com
mittee composed of Dr. John H, Trimm, Dr, Thomas petit,
Dr, Elinor Barnes, and the student, Richard Berger, se
lected statements from the Gouldner study that might be 
incorporated in a study of attitudes within a business 
setting.

Obviously statements with direct bearing on a col
lege campus had to be reworded to fit a business context,
A total of 62 statements were considered. These were 
broken into eight categories, each measuring a different 
aspect of the cosmopolitan-local attitude.
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The committee selected 12 of the items from the 

original 62„ This was accomplished via weekly meetings 
covering a two-month time span. The extension of Gouldner's 
statements into a business context provided an historical 
reliability to the existing 62 questions. Further refine
ment by this select committee of management theorists using 
the Guttman intuitive-experience methodf provided a compact 
group of 12 statements.



CHAPTER III

DISCUSSION

Previous Studies
Robert Merton (1957), in 1943, is the first American 

to visualize the concept of two significant types of in
fluence- -the "local" and the "cosmopolitan". These classi
fications describe the influence orientation in relation 
to the social structure of the community, organization, 
and geographic location.

For the purpose of -measuring this local-cosmopolitan 
divergency, Merton chooses a small, Eastern seaboard com
munity, finding the localite to be "parochial", and the 
cosmopolitanite "universal" (Merton, 1957, p, 393-394),
To exemplify this basic difference, he uses a discussion 
of 1943 war news. The cosmopolitan tends to think in 
national or international terms, commenting on the overall 
picture and solutions after the war. Locals examine the 
news as it relates to the local community--local boys 
missing, effect on the local economy, etc. (Merton, 1957, 
p. 393-394).

In his analysis of the limited.group, 'Merton and 
his colleagues discover the 53 percent are "local and 47

■ ' :
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percent are '’cosmopolitan”. The vast majority of locals 
are wedded to the town r largely because they were reared . 
in the community. The cosmopolitans are typically more 
mobile and often recent arrivals in the town. Naturally, 
they indicate they would move on if opportunity arose 
elsewhere (Merton, 1957, p. 395).

The local individual expresses a desire to have 
numerous friendships.. The cosmopolitan respondents are 
not interested in knowing large numbers of people---they 
desire a more selective group. A typical remark is-—
"I don’t care to know people unless there is something to 
the person.” Attorneys are largely cosmopolitan in classi
fication, however, the "local” attorney stresses knowing 
people as the way to build a practice. The "cosmopolitan” 
attorneys emphasize knowledge and training (Merton, 1957, 
p. 396-398).

Another measured difference between the two. types 
of individuals is participation in voluntary organizations. 
Locals join personal relationship clubs, such as Masons,
Elks, Rotary, Lions, and Kiwanis. Cosmopolitans are moti
vated . to join by the activity of the group, not personali
ties,. They join professional societies and hobby groups 
(Merton, 1957, p. 398-399).

Influence in the community for a local is based on 
personal relationships. Typically he is a local boy who
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"had to prove" himself to the townr where he is considered
11 just a kid" by his elders. Consequently he is older than
his cosmopolitan counterpart. The cosmopolitan enters the
town a "man", He is taken seriously from the beginning.
The problem of recognition is not new. "Kipling follows
Matthew 13 in observing that; 1 Prophets have honour all
over the Earth, except in the village where they were
born1" (Merton, 1957f p. 401), The local individual is
likely to be--"a typical politician, born a manipulator,

- ■ . ■ 
a man who worships influence, works hard to acquire it,
and does his best to convince other people that he has 
.it" (Hicks, 1946, p. 154).

Cosmopolitans subscribe to more magazines than 
locals. The type of material read also is different. 
Cosmopolitans read periodicals concerned with "worldly 
aspects"} locals are concerned with local problems. This 
is especially measurable when considering the types of. 
newspapers read. Locals devour the news provided by the 
hometown newspaper. Cosmopolitans read nationally accredit
ed newspapers (Merton, 1957, p. 406-408),

Concerning television and radio news programs, 
cosmopolitans listen to national programs that provide 
commentary, locals prefer local broadcasts with little 
evaluation (Merton, 1957, p, 409),
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Following Merton's initial formulation of the cos^ 
mopolitan'-local dichotomy, many related/ but independent, 
studies were conducted to substantiate Merton's findings.
The most in-depth research was conducted by Alvin W,
Gouldner, The Gouldner study of the faculty of a college 
represents the finest work in this area to date. It is 
the beginning point for additional studies.

Three previous works induced Gouldner to initiate 
his college study, ' His own study of "The General Gypsum 
Company", revealed an "expert" individual who seemed not 
to be a "company man" (Gouldner, 1954). Leonard Reissman 
researched governmental bureaucrats and found that within 
bureaucracy there existed a "functional bureaucrat". This 
individual was less loyal, more deeply committed than his 
colleagues and associated with an outer reference group, 
Vernon J, Bentz, in a study of a college faculty, divided 
the professors into two groups— those who published much 
and those who published little. The "much" members of the 
faculty had low degree of loyalty to the college and were 
associated with an outer reference group. The "little" 
members demonstrated opposite characteristics (Gouldner, 1954).

Thus in each of the three studies certain similari
ties exist, The expert, functional bureaucrat, and high 
publisher all have low loyalty to the employing organiza
tion, high "commitment to specialized or professional
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skills", and are associated with an outer reference group 
(Gouldner, 1957, p. 290). . These three variables inter
correlate in the Gouldner college study. Tables 1, 2 and 
3 illustrate this inter-relationship (Gouldner, 1957, 
p, 294) .

The Gouldner methodology for his study is the 
Guttman five-point check list. Five choices from "strongly 
agree" to "strongly disagree" are offered for each ques
tion, The Guttman scalogram analysis is used to quantify 
the data.

In his study, Gouldner has divided the classifica
tions of locals and cosmopolitans. Gouldner has divided 
the locals into four categories. The first of these is 
the "dedicated", who are committed to the values of the 
organization. They look at themselves as members of the 
entire organization rather than any specific department, 
e.g., accounting, personnel. The "true bureaucrat" is

- t
generally loyal to the geographic region rather than the 
company. Obviously, this type of individual will remain 
in his present location even if he must accept adversity 
of wages and/or little opportunity of .advancement. These 
persons are concerned with keeping the company in its 
present location and thus advocate a strict adherence to 
the formal structure of the organization, Third, is the 
"homeguard", composed of members whose lives are personally



Table 1, People higher on organizational loyalty tend to 
be low on commitment.

. Commitment to 
High 
%

Skill
Low
%

Organizational loyalty High 61 78
Low 39 22

100 100

Source: Gouldner, 1957,

Table 2, People with outside reference group orientation 
tend to be lower on organizational loyalty.

Organizational loyalty 
' High Low

% %

Reference group Outer 35 57
• orientation

Inner 65 43
100 100

Source: Gouldner, 1957.
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Table 3, People with outside reference group orientation 

tend to be higher on commitment to skills.

Commitment
High
%

to Skill 
LOW
%

Reference group Outer 
orientation

Inner
53
47

100

32
68

100

Source: Gouldner, 1957.

intertwined with the company. These people may be second
generation employees who have limited education and little 
or no occupational specialization. Finally, there are What 
Gouldner calls the "elders”. The members that represent 
the oldest, longest tenure of all the employees. They 
tend to be associated informally with other older members, 
and often judge present performance by their own past 
standards (Gouldner, 1957, p. 446-449).

There are, basically, two general types of cosmos 
politan individuals, The first of these is the "outsider" 
who merely works for the company without exhibiting any 
loyalty to the company per se. He looks at his present 
job as temporary. Therefore salary and prestige are the 
dominant factors determining where he works. This type of 
individual interacts socially with people other than office
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personnel. Most important, he is dedicated entirely to 
his specific skills rather than to the company. Corre
sponding to specific professions, such as law or medicine, 
the manager today is dedicated to his profession (Gouldner, 
1958, p. 449-450) ,

Secondly there are the "empire builders" who at
tempt to use their present position to enhance professional
ism within the auspices of their own particular depart
ments . These men are more highly integrated into the 
formal structure of the company than the "outsider", but 
nevertheless, they are associated socially with people out
side the organization (Gouldner, 1958, p. 450).

Abrahamson (1967) has also found that cosmopoli- 
tanity and. company integration are incompatible. His 
study uses the amount of academic,training to differentiate 
the cosmopolitan and local. In his research in "The Inte
gration of Industrial Scientists", he concurred with 
Gouldner that the cosmopolitan values autonomy highly. 
Abrahamson (1964) also discovered that as tenure with the 
company increased, cosmopolitian values decreased.

Bennis and his associates have conducted a study 
to measure the cosmopolitan-local dichotomy in seven :
metropolitan Boston hospitals (Bennis, et al., 1958).
Bennis had anticipated findings similar to those found by . 
Gouldner in his college study. Cosmopolitan nurses were



38
expected to answer a set of seven questions in a manner 
which reflected desire to pursue nursing abilities. Locals 
were expected to demonstrate an administrative concern. 
Howeverf the results of the study.did not produce the an
ticipated' results, "The cosmopolitans did not refer to 
an external groupf did maintain high in-group loyalty, and 
were motivated toward organizational commitment. Locals, 
on the other hand, were interested in external groups 
(nursing associations), and were less interested in de
veloping professional skills (Bennis, et al,, 1958, p.
497) .

: Bennis, et al, (1958, p. 496-497) concluded from
these results that the nursing profession did not adhere 
to the traits common to most professions, The successful 
nurse normally must rise through administrative or educa- . 
tiorial channels to achieve recognition and pecuniary re
ward. This avenue to success is contrary to most other 
professional groups,

This method of advancement presents a conflict to 
the dedicated professional nurse, "The nurse who wishes 
to perform nursing functions cannot expect recognition by 
the larger professional group. The nurse who seeks recog- ; 
nition by the larger professional group must lay aside her 
nursing functions in favor of administrative or educational
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positions" (Bennis et al., 1958, p. 497). A nurse must 
choose one avenue or the other.

Thus, those persons labeled "cosmopolitans" are 
performing the nursing activity for which they were trained« 
Recognition of their work will not be forthcoming from 
the larger professional organization, so they look to the 
local group for praise (Bennis et al,, 1958, p. 497),

Those individuals labeled "locals" seek prestige 
by performing administrative duties. They have "a low 
degree of loyalty to their own particular work groups" 
(Bennis et al,, 1958, p, 497), It may be said that in the 
Bennis study the responses were inverted. The nursing 
profession sets unique measures for success, not common 
to other professions. The successful nurse is not one who 
attempts to perfect and enhance specialized skills.

Two aspects of the Bennis study did correlate 
highly with the Gouldner finding---cosmopolitans were 
younger than the locals and cosmopolitans had more educa
tion than the locals.

Education
The hypothesis of this paper states that as educa

tion and training increase, a person will exhibit cosmo
politan traits, A study conducted by W. Richard Scott on 
the Cook County Welfare Agency tends to confirm this
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hypothesis, The study shows a close relationship between 
lack of loyalty and professionalism. The professional 
shows a lack of loyalty to the employer, while individuals 
with less training tend to be loyal (Blau and Scott, 1962, 
p. 61-63).

Four categories were set up to test the entire 
agency. First were the "professionals” who had graduate 
training, they associated with people outside the agency 
socially. The "reference group only"--as the name implies, . 
had no advanced training but associated with an outside 
group socially. The "training only" group was composed of 
those with graduate training and an inside reference group. 
Finally, the "bureaucrats" were those without training and 
with an inside reference group. Table 4 indicates the 
percentage of persons in each category that gave an af
firmative answer to the question about leaving the County 
Agency. The "professionals" showed the greatest willing
ness to leave their jobs. They are cosmopolitan in nature 
(Blau and Scott, 1962, p. 66).

Another.study conducted by Warner and Abegglen 
(1955) involving 8300 men indicated that over half the 
respondents, at least once before becoming executives,

r
had changed jobs. This mobility is related to the amount 
of education. Of the men who hold positions of importance 
in the business world, 63 percent are graduates from
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Table 4, Type of orientation and loyalty to the agency.

Type of Orientation
Loyalty to 
County Agency

Profes
sional

Reference 
Group Only

Training
Only

Bureau
cratic

Would leave present . 
job for one in 
private agency

31% 27% 18% 8%

Expect to leave 
agency within five 
years

21 27 15 6

Source: Warner and Abegglen, 1955.

universities or colleges. They compose the greatest per-
■ '' ' I  "

centage of those that have been with many firms. Table 5 
indicates the mobility of an individual with relation to 
his education, -

Of more importance, the speed with which a manager 
obtains better paying positions may be correlated with 
education. The average age of the business leader decreases 
as educational background increases due to the diminished 
amount of time needed to achieve the present position. The 
ages of men who move to high positions have declined over 
a 24-year period (Warner and Abegglen, 1955, p. 126-135). 
Warner directs attention to the fact that the average per
centage of business leaders with a college education is
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Table 5, Inter-firm mobility and education.

Education of .
Number of Companies Business Leader 

has been Associated with
Leader 1 2 3 4 or more

Less than
high school 3% 4% 4% 5%

High school 17 18 21 22
Some college 17 17 20 21
College graduate 63 61 55 52

100 100 100 100

Source: Warner and Abegglen, 1955.

increasing, Generally, a younger man has more specialized 
training than his older counterpart (Warner and Abegglen, 
1955, p. 270) ,

The overwhelming majority of businessmen have at
tended college. This is startling when compared to similar 
statistics for the general population. As Table 6.
(Warner and Abegglen, 1955, p. 95-96) demonstrates, educa
tion by businessmen is inverse to the general population. 

This is partially accounted for by the background 
of the business leader’s father, Warner (Warner and 
Abegglen, 1955, p, 95-96) has shown that there exists a 
high degree of correlation between these two factors'—  
education and father’s background, The more professional :
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Table 6, Education of business leaders and general popula

tion.

U,S, Adult Males Business
(20 yrs or older) Leaders

Education. 1950 1952

Less than 
High School

55% 4%

Some High School 16 9
High School 

Graduate
16 11

Some College 6 19
College Graduate 7

100
• 57 
100

Source: Warner and Abegglen, 1955.

the father's backgroundf the more likely the child will 
attend college. The educational level of businessmen is 
substantially the same in all regions of the country 
(Warner and Abegglen, 1955, p, 102). The percentages of 
master's degrees is steadily increasing (National Manpower 
Council, 1953, p , 54). Gross (1958, p. 62) has pointed out 
that the number of professional persons is increasing al
most three times as fast as the number of other workers.



Mobility
"Today, a scholar's orientation to his institution 

is apt to disorient him to his discipline and to affect 
his professional prestige unfavorably. Conversely, an 
orientation to his discipline will disorient him to his 
institution, which he will regard as a temporary shelter 
where he can pursue his career as a matter of discipline.
And he will be, as a matter of course, considerably more 
mobile than his institutionally oriented c o l l e a g u e s "

(Caplow and McGee, 1958, p. 85).
Mobility in America is great. A study of families 

from 1950-1955, showed that 20 percent lived in a new houses 
and five percent lived in a new countries. "Geographic 
mobility is highest among professional workers, probably 
because the market for their services is more truly national 
in scope than it is for the other occupational categories" 
(Parnes, 1954, p. 98).

. In the period from March, 1949, to March, 1950,
4.9% of employees changed residence. However, among pro
fessionals there.was a 7.9% mobility change. Professionals 
have a greater knowledge of job openings in other communi
ties through association in professional groups (Parnes, 
1954, p. 83-84). Parnes (1954, p. 98) has shown that as 
professionalization and training increase, voluntary
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termination of employment with the college increases (Cap- 
low and McGee, 1958, p, 41).

Abrahamson (1964, p , 99) has stated; ''When in
dividuals are professionally oriented and loyal to outside 
reference groups they are probably more apt to be geo
graphically mobile than if they are psychologically di
rected to the organization to which they belong". More 
simply put; "Mobility is directly related to cosmopoli
tanism" (Abrahamson, 1964, p, 100),

"The professionals have been described as the 'cos
mopolitans' and the institutionalists as the 'locals'. In 
general the cosmopolitans have the greatest mobility, see 
their future less in the organization, and obviously place 
values of the professional subculture above the institu
tional subculture," Pfiffner and Sherwood state that one 
result "is that members of the institutional subculture, by 
virtue of their immobility, tend to have a long record of 
service in the organization; the professionals tend to stay 
in any single organization a short time" (Pfiffner and 
Sherwood, 1960, p. 268),

Characteristics 
There appears to be little agreement as to exactly 

what a profession is, Cogan, 1955, p,- 105, has said:
"There is rather extensive literature on the definition
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of professions,> Research into these writings reveals no 
general agreement on any 'authoritative’ statement„"
Olivet Garceau (1961, p, 4) stated: "There is no accepted
definition of a •'profession'. Interpretation of such a 
concept is a matter of personal temperament."

Abraham Flexner (1915) felt that certain attributes 
were common to all professions and that intellectual think
ing should be used to solve problems. The knowledge ac
cumulated in preparation of professional status was to be 
used in practical, unselfish performance. Lastly, the pro
fessional was organized, into an organization of like 
professionals. Unfortunately, Flexner's definition is 
not all inclusive of all professions.

Hughes (1963, p. 663) states that the professional 
is free to act independently from his incorporating environ
ment, "The true professional, according to the traditional 
ideology of professions, is never hired. He is retained, 
engaged, consulted, etc., by someone who has need of his 
services. He, the professional, has or should have almost
complete control over what he does for the client,"

1
Carr-Saunders (Carr-Saunders and Wilson, 1964, p. 4) 

spoke of a profession in the following manner; "A pro
fession may perhaps be defined as an occupation based , 
upon specialized intellectual study and training,
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the purpose of which is to supply skilled service or ad
vice to others for a definite fee or salary." \

Ernest Greenwood (1957) has put forth this de
scription of a profession. He specifies five factors-- 
first, a specified skill; second, authority compensitory 
with his educational sphere (Parsons, 1949, calls this the 
'■'Functional Specificity") ? third, society's sanction to 
operate? fourth, a code of ethics; and finally, a profes
sional culture. The culture consists of "behavioral norms, 
group values, and symbols" of professionalization,

Kleingartner quoting Imse has classified "essential 
element" and "usual characteristics" of a profession. The 
essential consisted of a fund of knowledge, standards "of 
intellectual attainment", judgement, and an effect on 
clients. The usual were "a code of ethics, a spirit of 
altruism, and self-organization" (Kleingartner, 1967,,p, 
11-12), Wilensky (1964, p, 140) disagrees that the service 
ideal is secondary. He feels this aspect is paramount.
"The service ideal is the pivot around which the moral 
claim to professional status revolves,"

Professionalism implies the control of a type of 
work done in a particular area. Society delegates its 
perogatiye of control in a specified area to an associa
tion which will, in turn, impose and maintain ethical
V " ■ - - - • -standards oyer its members. Any professional group will



claim that it has "exclusive competence" in a given area 
and that it is, best qualified to judge the technical train
ing required for proficiency. Amateurish practices are 
eliminated by this monopolistic group (Wilensky and Lebeaux, 
1958, p. 283-285).

In addition, to the technical training required for 
acceptance by professional groups, members practice "moral 
norms". The specific norms vary from group to group, 
however, they generally are competency, impersonalness, 
impartialness, and client oriented (Wilensky and hebeaux, 
1958, p. 285).

Lewis and Maude (1953, p. 107) list attributes 
they feel are central to any profession--expertise, educa
tional learning, ethics, and organization. These gentle
men back Wilensky's "service ideal" by stressing the 
contractual agreement between the professional and society. 
Also the "profession demands ardous training and the 
practitioners personal commitment to an exacting ethical 
code , . , a moral code is the basis of professionalism".
" Wilensky (1964, p. 14 0) has further stated that:

"The client is peculiarly vulnerable; he is both in trouble 
- 1 

and ignorant of how to help himself out of it. If he did
not believe that the service ideal were operative, if he 
thought that the income of the professional were a command
ing motive, he would be forced to approach the professional
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as he does a car dealer . . , ." The client must have com
plete trust in the professional.

"Since the client reposes such confidence in a 
professional, he must be the epitomy of virtue and entirely 
beyond reproach," This is true in industry: ". . , in the
case of positions that have become professionalized, par
ticularly executive positions" (Gross, 1958, p. 78),

Marshall, speaking of the client’-lawyer relation
ship, has stated: "The attitude of the client to the
lawyer is roughly this; 11 am asking you' he says 1 to 
act as my brain in this matter, I want you to think and 
judge for me, because I haven't the technical equipment 
to think and judge for myself. But please do so exactly 
as I should if I knew the law'" (Gross, 1958, p, 78),

Carr-Saunders (Carr-Saunders and Wilson, 1964, p, 
284) says that professionals, "by virtue of prolonged and 
specialized intellectual training, have acquired a tech
nique which enables them to render a specialized service to 
the community," The service performed may be; ", , , for 
fixed remuneration whether by way of fee or salary. They 
develop a sense of responsibility for the technique which 
they manifest in their concern for competence and honour 
of the practioners as a. whole . , ,

Hughes (1951) also puts great emphasis on the code 
of ethics, A publication by the Association of Consulting
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Management Engineers (1959, p . 7) states; "A code of pro
fessional ethics signifies voluntary assumption of the 
obligation of self-discipline above and beyond the require
ments of the law. It thus serves the highly practical 
purpose of notifying the public that the profession intends
to do a good job in the public interest." A code of ethics

") •informs the public that: ", . , in return for the faith
which the public places in members of the profession, they 
accept certain obligations in a way that will be bene
ficial to the public,"

Many believe that the establishment of a profession . 
occurs when the governmental powers allow the group control 
within a specified occupation. Howard Becker (Kleingartner, 
1967, p. 15) questions whether all the conjecture concerning 
a definition is useful, Recognition of de facto profes
sions by the layman is the true measure of a profession. 
However, these de facto theories appear to be superficial 
in agrument.

Carr-Saunders and Wilson (1964, p. 286) describe 
the division of opinion, concerning a definition for pro
fessionalism, by admitting that any dividing line will be 
"arbitrary". It is possible that professionalism cannot 
be narrowed to a few occupations unless a stringent, pos
sibly meaningless, definition were universally approved, .
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, Perhaps the best policy would be to take the

factors common to most definitions and use the consensus
as a definition. However, even this approach will not
produce a definition that will encompass all professions.
Nor would this "average" definition gain wide acceptance
from theorists.

• Development of Professions
Many authors have stated their thoughts concerning 

the prerequisites necessary for an occupation to become a 
profession. In addition to these requirementsr the pro
fessional man develops characteristics and values not 
found in non-professional occupational individuals. The 
professional man seeks to increase his skill by constant 
education, as well as the disciplines required of his'pro
fession, .He. places a high standard on serving the client; 
and perhaps most noticeably, he possesses professional 
pride.•

There have been a few attempts to prove that there 
is an historical pattern to the development of professions. 
Wilensky (1964) believes that the process begins with 
actually working, specialized training, an organization, 
then legal protection, and finally a code of ethics. He 
feels that management is attempting to accomplish all 
these factors at once, Hughes (1960, p. 57) proposes a



similar process, adding only the support of research. He 
states that the process of professional development is often 
the same--"This they do by the usual means of attempting 
to require more schooling of aspirants to their occupa
tions r by insisting that they themselves, and not some out
side authority, shall judge what is their proper work . . .  . 
Hughes suggests that routine activities should be delegated 
to subordinates: ", . , and by asking a mandate to define
the public interest in matters relating to their work., ”

The desire for professional status may.be an effort 
to increase self-esteem, by showing that the specified oc
cupation is necessary to society (Carr-Saunders and Fisher, 
1955, p, 281). Peter Berger (1964, p. 216) has described 
these would be professionals: "What goes on under the
heading of 'professionalization’ in many instances is not 
far away from this pathetic confidence trick. Occupations 
not only become obsolete, but long before this may have to 
defend their reason of existence,"

Predictably there will be opposition to the drive 
for professionalization by an occupational work group. 
Resistance may come from within' and without the occupa
tion. Without the occupation, related occupations such as 
the organization, state, union, or competitive professional 
association may exhibit hostility. Nurses have long ex
perienced opposition from physicians and hospitals (Corwin,



1961). Engineers have depressed technician's hopes of 
professionalization (Evan, 1964). The huge size of today's 
organizations acts as a deterrent to professionalization. 
"The organization does not wholly absorb professionals, nor 
do professionals wholly absorb the organization" (Korn- 
hauser, 1962, p. 196-197). The professionals’ problem is 
to be afforded the organizational facilities without being 
put in a position "for manipulation by the organization".

Barriers within the occupation occur largely be
cause of differential membership, Gouldner (1957 and 1958) 
has pointed out the diversity of the locals and cosmo
politans in a given occupational group, Strauss and Rain
water (1962) have found that chemical technicians incor
porated into the chemistry profession differ in educational 
background and duties from the chemist? this generates 
divergent opinions within the occupation. Kleingartner 
(1967) states that even mechanical engineers with similar 
training will have different feelings due to the various 
specialities available within the occupation.

Wil.ensky (1964, p. 157) says that large barriers 
are formed within the occupational group on the basis of 
politics. He again states that fledgling professions must 
follow an historical pattern as opposed to accomplishing 
everything immediately. Also he emphasizes that the
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movement toward professionalization must be motivated by 
service, not profit.

Values of a Professional
Dubin (1958, p. 254-258) has suggested that in

dividuals may be divided into three categories of work 
orientation--nthe work-oriented person, the community- 
oriented person, and the indifferent person”, The work- 
oriented person derives satisfaction from his job-content. 
The community-oriented uses work as a means of. earning 
money to sustain his interests outside the work shop. The 
indifferent person has little attachment to work of com
munity.

The work-oriented is prone to go along with the 
objectives of the firm if they are reasonable. The 
community-oriented individual desires to meet minimum 
standards, He is interested in the pay check for what it 
will provide. The indifferent person develops.rapidly 
changing interests (Dubin, 1958).

Professionals have a strong attachment to the job.
A study conducted by Blauner showed that 92 percent of 
professionals indicated that their job-content was "inter
esting” . Only 54 percent of "factory" respondents mani
fested interest in the job. Blauner (1960, p. 341) stated; 
"Work satisfaction varies greatly by occupation. Highest 
percentages of satisfied workers are usually found among
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professionals and businessmen.” Studies by Orzack (1959) 
and Riegel (1959) tend to substantiate Blauner * s findings 
concerning professional attitudes toward work„ Orzack 
has stated that training instills work motivation. Berel'- 
son (Berelson and Steiner, 1964, p. 378) added; "The higher
the post, with regard to requirements of technical skill 
or responsibility, the stronger the member's identifica
tion with and devotion to the task . , . professionals like 
their jobs better than people in other occupations like 
t h e i r s -

However, as Gouldner (1957 and 1958) has pointed 
out, this satisfaction of job content does not imply 
satisfaction with or allegiance to the organization, To 
a great extent, the personal satisfaction achieved on the 
job will determine the professional's attitude toward the 
firm. •

Corwin (1961) cited the example of nurses torn 
between professional competence and the efficiency of the 
organizational bureaucracy. Does the nurse's primary 
allegiance belong'— "to the patient, to the doctors, or to 
the hospital?" Blau and Scott (1962) have pointed out that 
where the professional values differ from the organiza
tional interests, a lack of company loyalty will be ex
perienced.



Many authors have specified various values sought 
by professionals. Although these authors differ in their- 
composition of values, a few values are standard to many. 
Recognition and the opportunity of advancement is the first 
of the values. As previously discussed, when the profes^ 
sional derives satisfaction from his job, he is a "work-- 
oriented" person. This observation was the subject of a 
University of Michigan study (Gurin, Veroff, and Feld, 1960, 
p. 160). The study found that holders of "higher status 
jobs" were more.involved with their job-content, "It 
appears that people in higher status jobs not only get more 
ego gratification in their work but seek such gratification 
more, with consequently greater frustration experienced when 
these needs are felt to be unsatisfied." Gurin. et al. (I960,- 
p. 162) went further by saying: "Occupational status, then,
is strongly related both to the amount of ego gratification 
found in the work and to the importance of such gratifica
tion as expectations in a job." Blaunder has also found 
that the drive to do well is paramount to the professional.
In addition, Blaunder (1960, p. 342) has found profes- ■ 
sionals to be more satisfied with their chosen field than 
any other group tested.

It is not always easy to pinpoint professional 
recognition, Strauss and Rainwater (1962, p. 171), along 
with Walton (.1961, p,' 374) , have shown that the professional
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seeks different types of prestige from the company than he 
does from his professional motivation.

Autonomy is the second value cherished by the pro
fessional, Hughes (1963, p, 657) states; ”The mandate to
do so (have autonomy) is granted more fully to some pro
fessions than to others; in time of crisis it may be ques
tioned even with regard to the most respected and powerful 
professions.n

Autonomy carries with it the responsibility of the 
professional to perform in an honorable, competent manner. 
The colleague, not the lay person, is permitted to judge 
competence, A code of ethics, both written and unwritten, 
control the actions of the professional, Thus, while being 
autonomous, the professional is controlled by this ethical 
standard „ Carr--Saunders and Wilson (1964, p, 302) express 
the ethical code in the following manner; "dust as the

i •

public may fail to distinguish between competent and in
competent, so it may fail to distinguish between honourable 
and dishonourable practitioners," The competent individuals 
of a particular occupation; ", , . are moved, to guarantee 
not only their competence but also their honour. Hence the 
formulation of ethical codes,"

Certainly the type of organization plays an im
portant part of the determination of professional attitudes, 
Gouldner has said that the cosmopolitan is more resistant



to the formalized structure than the local (Gouldner, 1957 
and 1958), However, it has been pointed out that attitude 
will vary according to type of organization, direct super
vision, and the type of work done. Studies by Marcson 
(1960, p. 160), and Strauss and Rainwater (1962, p. 113) 
tend to. indicate that scientists are satisfied with the 
autonomy they have, but do prefer supervision by peer 
professionals. The professional dislikes supervision by 
nohprofessionals, Pelz (1956) concurs with this view of 
superior performance under supervision by.similar profes- . 
sionals. McEwen (1965), however, is of the opinion that 
some administrative control is necessary, particularly in 
a research oriented organization. Smigel (1964, p. 293- 
294) has shown that corporate lawyers feel autonomous 
largely because they are working with fellow lawyers. 
However, an attorney employed by a law firm is not the 
true autonomous, "free" professional that his self-employed 
colleague is. As a generalization, professionals do not 
respond to close supervision, -

The third value important to the professional is 
self-realization. Basically this value consists of ob
taining pecuniary reward and professional dignity com
pensatory to the specialized knowledge and training 
(Kleingartner, 1967, p» 89).



The organizational professional must achieve these 
goals within the framework of the firm. Taeusch (1926) 
viewed ability as the professional's right to just reward, 
"Just reward" is an ambiguous term. It is often difficult 
to differentiate whether fees are set to "assure quality" 
or to sustain an abnormally high return. Stated dif
ferently, should the salaried professional be rewarded on 
the basis of contribution or based on his skill and train
ing? It is often difficult to determine.

The professional is not overly concerned with the 
financial reward derived from his work. Various studies 
have reported that professionals are far less concerned 
with money than non-professionals. They desire simply 
"just reward" (Kleingartner, 19.67, p. 88) .

The professional desires work which is "profes
sionally gratifying" and mentally stimulating, Utiliza- : 
tion of training and experience is highly desirable. In
deed, this individual seeks tasks which permit use of his 
accumulated knowledge. He also appreciates and utilizes 
fellow professionals (Wilensky, 1956, p, 130-133).

Occupational commitment is the last of the four 
basic values. This commitment touches on becoming a 
culture--the desire to obtain status among one's peers. 
Gross has stated: "One mark of the professional is strong
colleague consciousness" (Gross, 1958, p, 79),
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The professional must meet the standards of his 

chosen field * To meet these standards, a skill level and- 
degree of learning must be attained. Negligence by the 
professional person is libel. The courts of the United 
States have applied the "prudent man" philosophy to such 
cases. Simply stated, an amateur may expect a minimum 
level of skill from an individual who professes to be a 
professional. The professional person is expected to act 
in a reasonable manner (Roady and Anderson, 1960),

Much of the criticism expressed about profes
sionals in general has been magnified when applied to 
business management, Professional management has recovered 
from the disgrace evident during the depression years. 
However, it is unfair to. compare today's well educated 
and specially trained manager with his counterpart of the 
1930's. ' v  - V -

In a larger sense the success, of an entire profes
sion is based upon its ability to meet the needs of 
society. Abuses in the legal and medical fields are for
given as long as the two professions satisfy society. In
deed it is society that creates the standards accepted by 
the numerous professions. Mal-practice by businessmen was 
tolerated prior to the Great Depression because society 
deemed that the costs of evils created by the situation
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were out-weighed by the benefits generated in the building 
of an industrial nation.

The Professional and the Bureaucrat 
Although the terms professional and bureaucrat 

are completely opposite, within today's modern corporation 
these two terms are at times regarded as synonymous„ 
Bureaucracy implies centralization of power r clear alloca
tion of duties and responsibilitiesr dealing with.persons 
as office holders not individuals, and to a large extent 
routinization of jobs, Basically, bureaucracy is a rela
tionship of the individual to the organization. This 
relationship is prescribed by established rules and pro- 
cedures and total action directed toward a common goal 
(Francis and Stone, 1956, p. 154-156),

A professional, in contrast, indicates a relation
ship between the individual and the special work that re
quires expert knowledge. Each person is a colleague in 
his profession, and since he is equal, he is subjected to 
a minimum of supervision. Since he has received specialized 
training he is expected to be able to evaluate situations 
and make judgements independent from outside influence 
(Francis and Stone, 1956, p, 156),

The basic difference between the bureaucrat and the 1 
professional is one of freedom of individuality. The
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former lacks it and the latter possesses it. One is con
cerned with the system employed and the other is concerned 
with the person. Separating the two principles of orienta
tion is the skill of the individual. If the skill is unique 
and dissimilar, the job tends to be done by a professional; 
if it is routine and relatively easy to perform, it is 
given to a bureaucrat. It goes without saying that any one 
organization may ha,ve both these types present. Management 
cannot be made routine and is professional in nature, but . 
is also composed of many bureaucratic operations (Francis 
and Stone, 1956, p. 157-158).

1
Professionals and bureaucrats differ in the manner 

in which they are organized. The professional is concerned . 
by the norms placed upon him by his peers. The bureaucrat 
is governed by the organizational structure. The source of 
authority for the bureaucrat is again the formal organiza
tional procedures, while the professional source is expert 
knowledge. As previously discussed, professionals are 
regulated by the standards of their colleagues and the 
bureaucrats by the directives issued by a higher authority. 
In terms of disagreements within the organization, these 
two groups differ as to the "last court of appeal" avail
able for judgement. The correctness of the professional's 
actions are adjudicated by his professional coequals. The 
bureaucratic judgement rests with higher management, As



the number of professionals in business increases, these 
two groups will come in closer contact (Blau and Scott,
1962, p. 244-246),

Indeed, the professional and the bureaucrat are 
not totally dissimilar. There are many characteristics 
which are similar; both have their actions prescribed by 
"universal standards" that are described from the knowledge 
obtained from specialized training. The bureaucrat does 
not spend the many years of training the professional does, 
and consequently is controlled to a greater extent by the 
organization. The professional, and the bureaucrat have, 
common goals; both pay heed to specialization, and for^ 
mality is observed in the bureaucratic organization and 
also in the patient-adviser role (Blau and Scott, 1962,
p. 60-61). '

The professional has no emotional contact with his , 
clients and personnel. The bureaucrat has a higher degree 
of emotional contact with clients served and personnel on 
his "level" of employment. The largest difference between 
these two groups is the control structure used by each.
The professional tends to join associations that are able 
to exert some control in his profession. There are 
basically two reasons for this: (1) the knowledge obtained
through years of study has given a professional pride to 
the individual; (2) each individual within the profession
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is enhanced ox degraded by the actions of others within the 
profession. An example of this is the stigma society 
places on all policemen when one breaks the law (Blau and 
Scott, 1962, p. 61-62),

In American society today, bureaucracy is found 
everywhere--government, schools, churchs, political > 
parties, garden clubs, The individual becomes accustomed 
to bureaucracy and often this form of organization is used 
in business where not required. The size of many bureau
cratic organizations is enormous. Within the organization

y

an informal network will develop to meet the needs of the 
client in a practical manner (Wilensky and Lebeaux, 1958, 
p, 244-245).

The professional is client-oriented and will there
fore circumvent rules and regulations to serve the client. . 
Thus when the legal aspects concerning the welfare of the 
client obstruct the desired action prescribed by the pro
fessional social worker, the worker will act on behalf of 
the client. Often adherence to prescribed standards is 
in conflict with professional prescription. The profes
sional is free from the security syndrome which effects 
bureaucrats. He measures success by results as opposed to 
techniques (Wilensky and Lebeaux, 1958, p. 244-245).
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The Organization and the Professional 

"There is more likelihood for organizational mem-- 
. bers to owe loyalty or allegiance to a profession as well 
as to the organization, greater opportunity for demands of 
the organization to conflict with those of the profession, 
and at the same time a greater opportunity for the individu
al employee to enforce demands on the organization by in
voking sanction from the profession" (Thompson and Bates, 
1957, p, 343).

Professionalism in business is increasing largely 
due to the demand, Specialization within the corporation 
requires qualified personnel. The growth in size of in
dustry creates impersonal relationships. Prestige and 
high status of being a "professional" are sought. The 
profession presents a better public image, induces people 
to enter the organization, and raises income (Wilensky 
and Lebeaux, 1958, p. 285-287).

Today the expert and the specialist are controlling 
vast aspects of everyday life. Yet many jobs remain un
filled for lack of qualified personnel to fill the ranks.

Quite naturally the attitude of and the opportunity 
afforded by the employing organization toward the profes
sional will influence the degree of cosmopolitanism that the 

V employee feels. An organization that limits opportunity 
for professionals, will influence the individual to express



greater cosmopolitanism. The opposite is true for the 
company which does not curtail the professional (Blau and 
Scott, 1962, p, 71), The fulfillment of cosmopolitan needs 
will lessen the mobility, characteristic of the cosmo
politan, .

Influence of the professional within an organiza
tion will largely depend upon the rigidity found within 
that organization. If the professional is influential, 
rigidity will be minimal; where low, rules will be followed 
strictly, Blau states that professional people appear to 
be less concerned with rigidity within the organization 
than non-professionals. They are also less resistent to 
change,

Various studies have determined the relationship 
between the professional and the organization, Kornhauser 
(1962, p, 7) observed; "Organizations are increasingly 
governed by professional standards, and professions are 
increasingly subject to bureaucratic controls." Marcson 
(1960, p. 9) believes some business firms are unwilling 
to accept the professional-cosmopolitan outlook, Smigel 
(1964, p, 351) reports that as law firms grow in size, the 
conflict between the lawyer’s independence and the law 
firm’s demands increases. Smigel feels the conflict be
tween the professional lawyer and the large law firm will 
grow as the firms continue to become "impersonal producers
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of professional service". Blau and Scott (1962) found 
this conflict manifested in the governmental bureaucracy.
As previously mentioned, the conflict was observed by both 
Wilensky (1956), in labor unions; and Corwin, in nursing., 
Corwin (1961, p. 606) stated; "Potential conflict is 
particularly evident between the professional and the 
bureaucratic conceptions of role." The elimination of the 
strain of conflict is a major problem facing organiza^ 
tions today. The firm must satisfy the professional rewards 
as well as the prestige and financial rewards of the firm.

A conflict develops concerning the reward system 
established by the organization. The firm rewards employees 
for productivity. The professional seeks intellectual 
stimulation beyond mere productivity. Many firms have at*- 
tempted to lessen this conflict by increasing professional 
incentives. These incentives include, "time off for at~ 
tendance at professional meetings sponsored by professional 
associations, as well as at meetings provided by the company 
itself; payment of professional dues; tuition refunds for 
further professional training"; and more. The professional, 
in return, performs in a manner that proves commercially 
beneficial to the firm (Kornhauser, 1962, p. 156),

W. H, Whyte (Gouldner, 1958, p. 416), however, has 
indicated that most organizations are both promoting and 
rewarding managerial loyalty. The production of loyal
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vlocals" has damaged the organization in terms of positive 
thinking, - ^

The professional brings to his organizational posi
tion expert knowledge. At times, . his immediate supervisor 
is not qualified to pass judgement on his work. Thus the 
professional seeks outside opinion as to the validity of 
his performance, "Thus linked with the outside, the expert 
is less likely to be regarded as an organization or 1 company1 
man. This implies that he is likely to be viewed as less 
than completely reliable or loyal to the organization" 
(Gouldner, 1958, p.., 415). These strains between outside 
oriented cosmopolitans and inside oriented locals is 
prevalent today. The conflict is "between those who are 
primarily oriented to their professional specialization 
and those who are primarily oriented to their employing 
organization",

"Satisfactory adjustment through professionaliza
tion will result only if the individual feels that the 
organization in which he works is sponsoring his career 
development and is routinely providing those job condi
tions which are, to him, the current reward for his career 
commitment" (Marvich, 1954, p. 19).

Management as a Profession 
The discussion and opinion concerning the status 

of management as a profession runs the gamut of possible.
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responses. Opinion of many persons is positive, for . 
others it is negative, and for still’others management is 
in the process of developing into a profession. These 
latter individuals specify actions by management that will 
hasten the day professional management is a universally 
accepted concept.

George. Strother (1963) has said that the vast 
amount of literature available in the management field 
makes it impossible for the author to keep up with all of 
it. Thus large portions of available information may be 
deleted from a particular theory or finding,

Those favoring the theory, that management is a 
profession, state that the professional manager is not a 
generalist but rather a specialist; not a specialist in 
manufacturing, finance, or marketing, but a master of 
management (Allen, 1964).

For years individuals were selected for positions 
of leadership on the basis of personality and expertise 
knowledge in one aspect of company departmentalization. 
Although expert in their home field, they became bogged in 
daily routine and top-heavy staffing. Ratios of managers 
to workers has steadily declined. A manager's job is to 
manage not administer,. He must therefore possess skills 
common to all specializations of business (Allen, 1964, 
p. 89),
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The manager, like other professionals, uses the 

accumulated knowledge and experience of the past in solution 
of present problems. His managerial skills are transferred 
from one department to another. That is, his skills may be 
transferred from the marketing department to the finance 
department. Background and specific departmental knowledge - 
must be provided, but the principles of management remain 
constant (Allen, 1964, p. 90), x

• The professional manager accepts and practices a 
code of ethics'-'-standards of proper conduct. He uses a 
vocabulary common to other professional managers. He 
fosters personal liberty within the organizational frame
work and professional discipline within the individual.
He is highly educated, . The personality of the manager may 
vary from one to another, because his qualifications are 
not based on a '"natural personality" . (Allen, 1964, p, 91),-

Only in the present century has management been ex
amined, The movement of management to professional status 
actually began in the early part of the Twentieth Century 
with the work of Frederick W, Taylor. Although specific 
results obtained may be disputed, his methods of attacking 
business problems is vital. He demonstrated that management 
could be taught and studied. As early as 1912 Louis D, 
Brandeis advocated that management should be a profession 
(Bowen, 1953, p, 93-99). He felt that management, like
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law and medicine, was developing social responsibility 
and a code of ethical practice.

Many persons have suggested the development of a 
management profession, Sayles (1964) supports the theory 
of professional management but his definition deviates 
from that of other writers. He feels that the true pro
fessional manager is the one that knows the in's and out's 
of the firm and is able "to deal with people". The pro
fessional has expert knowledge in this field.

Other persons feel that management is not a pro^ 
fession, Imse (Kleingartner, 1967) has classified es
sential and usual aspects of professionals, He derived the 
characteristics in a study of business managers of various 
real estate firms, The conclusion to the study was that 
management is not a profession. However, Imse neglected to 
test his characteristics as to the relevance of acknowledged 
professions. Parsons (1949) views businessmen as indi
viduals solely interested in return on investment. This 
is opposed to the professional who provides "service" to 
his fellow man,. Drucker (1954) feels that the manager is 
subservient to the organizational goals in spite of pos
sible conflict with his possible professional thoughts.

The professional person is motivated by Other 
motives than money. Person (1927) agrees with Parsons that 
managers are motivated by money. Person feels that



professions exist within business managementf but that the 
entire field is not professionalized.

Those individuals who advocate that, management is 
in the process of becoming a profession have the most de
fensible position of all, Dennison (1927, p, 34-37) ob
served that training, a service oriented philosophy, a

I
code of ethics, and freedom of methods, are necessary for 
an occupation to be considered a profession. The latter 
essential applies the scientific methodology in an atmos
phere of organizational freedom. The belief of Dennison 
is that the service to mankind is paramount if business 
management is to develop into a profession.

Only through training and an awareness of the 
attributes of the professional can management become pro
fessionalized,

Niles (1941, p , 14) feels that standards, educa
tion, and ethics are necessary for a profession. Referring 
to the management, she says; "The development of manage
ment as a profession means public as well as private con
science, "

As a profession, many individuals-believe that 
managers should be better informed on the various outside 
influences affected by and affecting the business firm.
In addition, they feel that the movement toward profes
sionalism in management will provide better educated
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personnel, greater pride in achievement, and establishment 
of a code of ethics (Bowen, 1953, p, 79-80). Newman (1964, 
p, 356^357) stresses increased education and participation 
in professional associations to speed this executive de
velopment.

The management profession like law or medicine will 
have to develop an ability to set criteria for success in 
the business community. A doctor or a lawyer must have a 
basic knowledge and sufficient learning to be successful 
in his occupation. Indeed, he must have a minimum learning 
accomplishment to be allowed to practice. Today many 
managers resist the learning process and yet are success^ 
ful, Thus management will have to become measured by the 
quality of management, as well as the success of the opera
tion (Lewis and Maude, 1953, p, 115-118).

Chappie and Sayles (1961, p. 207-214.) feel that 
the future will see an expansion of professionalism in 
management. The manager of the future will have to 
possess specific skills and administrative know how. This 
will require greater educational background, The ethical 
practices of the professional will be necessary in the 
future,

Mills (1951, p, 137) states that, "as business has . 
become enlarged and complicated, the skills to operate it 
become more difficult to acquire through an apprenticeship.
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people haye had to be more highly, trained , , . He
further states; vWhen, as is happening today, specialized
training for selected managers of business is instituted,
and when such training becomes a prerequisite to being
hired, then we can speak of business as a profession, like
medicine or law,"

March and Simon (1958, p. 70) indicated that-”
"In the case of professional associations we predict that
the greater the degree of professionalization of the in- -
dividual1s job, the greater his identification with the
professional group,"

Carr-Saunders (Carr-Saunders and Wilson, 1964,
p, 493) states;

We may therefore suppose that, under a system 
of large-scale commercial and industrial or
ganization, all those who occupy the important 
positions will gradually come within profes
sional influences. If so, we can reply to the 
question raised in a previous page regarding 
the supposed incompatibility between profit- 
making occupations and professionalism. It 
is difficult to imagine how entrepreneurs of 
the old type could ever have become profes
sional men; the functions were so diverse that 
they Could never have elaborated a specialized 
technique; they were so isolated one from.another, 
and the barrier of profit stood in the way of a 
professional relation of practitioner to client,
But the entrepreneur of the old type is vanishing,

. We have discussed the rise of techniques among 
his successors, who it is to be further noticed, 
have little personal concern with profit. The 
organizations for which they work must be profit
able, but their own interest in profit is in
direct.
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This fa,ctojr indicates that "the incompatibility of profit- 
making with professionalism is ceasing to be an obstacle 
in the way of the spreading of professionalism throughout 
the world of business”.

/



CHAPTER IV

FINDINGS ' .

Company A
Company A is a small firm employing approximately 

200 persons. The company is located in Tucson but deals 
in large measure with both vendors and customers through
out the United States. Forty questionnaires were dis
tributed to the management of company A. Thirty-three 
questionnaires (82,5 percent) were returned.

The responses as recorded are found in Appendix 
A, As expected the actual responses did not resemble the 
theory. Thus no cut off points would provide meaningful 
reproducibility, Consequently the results were refined 
to agreement and disagreement. Reproducibility at this 
point is substantial.

The average score for company A was 26,6. The 
average educational level based on points? 6 points for F 
levelr 5 points for E, etc., was 3.7 or just under the D 
level (Bachelors Degree). Using the foldover technique for 
recording intensity, the expected curve was produced.
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Company B
Company B is a medium size firm with locations, 

throughout the State of Arizona and the Southwest, This 
company is a utility-type company with affiliations outside 
this geographic area. Seventy-five'questionnaires were 
distributed to members of management in two locations—  
Phoenix and Tucson. Sixty-two (82,7 percent) were returned; 
80.0 percent were returned from Phoenix and 88,0 percent 
from Tucson,

The average score for the Phoenix location was 
25.8 and for Tucson, .26.8. The combination was 26.2. The 
average educational level was 3.3 for Phoenix, and 3.0 for 
Tucson, and 3,2 combined, The intensity curve again was 
of the desired shape, ;

Company C • z'
Company C is a utility located exclusively in the 

Tucson area. The response was 83.3 percent (30 out of 
36), the average score was 27.5, and the average education 
was 3.6, The intensity curve was satisfactory.

Total Results 
One hundred and fifty-one questionnaires were dis*- 

tributed to the members of the upper and middle management 
of three Arizona firms. The response was exceptionally 
high with a return of 125 (82.8 percent) questionnaires.



The percentage response from all three companies was ex
tremely close as Table 7 indicates.

. i ' _ •
As with each firm, a table was constructed to re

cord the total responses to each question. Material found 
in Appendix B demonstrates the validity of each question 
to differentiate between cosmopolitan and local individuals. 
The corresponding educational column indicates that edu
cational level declines as does the total score.

) ' ■

The results were refined to positive and negative 
responses, as shown in Appendix C. The reproducibility 
of this table was determined to be 81 percent coefficient 
of reproducibility. This figure indicated a reasonably 
high level of reproducibility. As previously stated, this 
is the method used to indicate the ability to measure the 
reproducibility. Knowing the total score of any individual 
will permit each response to also be reproduced with an 
accuracy of 81 percent.

The statements were assigned numbers for simplicity 
only. Questionnaires Varied in actual listing of questions. 
No definable difference was observed on the basis of ques
tion sequence. It may be observed that the responses of 
individual companies showed no variation from the total 
response. The conclusion thus derived is. that responses 
were similar for the employees of the companies tested.
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Table 7. Response to questionnaire of Three Companies.

Company Response Percentage

A. 33 of 40 82.5

BP 40 of 50 80.0

Bt ■ 22 of 25 88.0
. B 62 of 75 82.7
C 30 of 36 83.3

Total 125 of 151 82.8

The material found in Appendix D shows the antici
pated response to each of the 12 statements. Table 8 
states the positive, negative and undecided percentage 
response by aspect measured. In general, theoretical 
statements have a lower cut-off line and higher percentage, 
of positive response than the statements dealing directly 
and specifically with the employing firm. Statements with 
a high percentage of either positive or negative response 
show that only the most localistic or cosmopolitan individu
al , respectively, will respond oppositely. -

Statements with a large percentage of undecided 
response will not produce a clear dichotomy desired. State
ments #5 and #11 measuring loyalty to the company have a



Table 8, Percentage response by aspect measured.

Aspect Measured.
Cosmopolitan 
or Local 
Response

Positive Negative Undecided

A. Opinion concerning Outside 
' reference groups.

Question #1 Cosmo
Question #7 Cosmo

B. Individual's relationship 
with other people within 
the organization.

Question #2 Local
Question #8 Cosmo

C. Individual's attitude 
toward management as a 
profession.

Question #3 Cosmo
Question #4 Cosmo

D. Loyalty to the company.
Question #5 Cosmo
Question #11 : Cosmo

E. Individual's attitude 
toward bureaucratic 
authority.

Question #6 Cosmo
Question #12 Cosmo

39.2
16.0

43.2
40.8

85.6
53.6

25,6
48,0

37.6
68.0

56.8
77.6

39.2
48.8

11.2
32.0

47»2 
29.6

52.8
23.2

4.0
6.4

17.6
10.4

3.2
14,4

27,2
22,4

9.6
8.8



Table 8. (Continued)

Aspect Measured
Cosmopolitan 
or Local 
Response

Positive Negative
%

Undecided
&

Company dealings with the 
environment.

Question #9 . Local
Individual's attitude 
toward opportunities 
available to himself, 
and others with similar 
training and experience.

Question #10 Cosmo

63.2

69.6

23.2

20.0

13.6

10.4
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high degree of undecided response. The reason, in part, 
may be that the security aspects concerning employment is 
quite strong. Consequently, many individuals would require 
detailed, specific information concerning a possible shift 
of employment before giving a diffinitive answer„

. The anticipated and actual responses to statements 
one and seven were exceptionally similar. The seventh 
statement caused positive responses by the highest scoring 
individuals only, therefore the reproducibility was high.
The statements measuring the individual's relationship with 
other people within the organization caused mixed response.
As in all statements', those individuals who responded 
positively generally had higher total scores, The correla
tion in these statements was below the norm.

Measurement of the individual's attitude toward 
management as a profession provided the anticipated results. 
Positive-negative attitude in each of the questions cor
related with total score and reproducibility was reasonably 
high. Statement three was answered negatively by only the 
most localistic individuals. As previously mentioned, the 
statements measuring loyalty to the company had a large 
undecided response. There were, however, the anticipated 
cut-off points,

The statements measuring attitude toward bureaucratic 
authority did not produce the anticipated distinctive
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cut-off of opinion. Reproducibility was also below expecta-

/

tion. Statement nine measuring the opinion of the company's 
dealings with the environment experienced low reproduci
bility partially due to individual prejudice by members of

. t
both cosmopolitan and local attitude.' The tenth statement 
deals with personal opportunities available to the individual. 
There was a marked distinction with reproducibility being 
moderately high. As anticipated, on the highly local level

f
individuals responded negatively.

•' Correlation with the Hypothesis being Tested
The figures indicated on the pattern of responses 

board were transferred to a graph depicting the attitudes 
of those questioned. The vertical portion of the graph 
depicts the total quantity shown toward cosmopolitan atti
tudes , The horizontal bar represents and measures educa
tional level, 1 to. 6, tested by the hypothesis. If there 
is a high correlation between the educational factor tested 
and the attitudes toward cosmopolitanism, the graph de
picted should be a decreasing line from the upper right- 
hand corner to the lower left-hand corner of the charts.

Figures 5 and 6 indicate the mean and median educa
tional levels found at each score level. From the graphs, 
it may be observed that the correlation between the edu
cational factor and the total score is high. Those



Figure 5, Mean educational level of scores.
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indicating high scoring are individuals with high educa
tional levels. Those with reverse characteristics are 
found to have low scores.

Variations in the graphs appear to be greatest' at 
the scores of 32 and 9. The 32 score level possesses three 
Ph. D. individuals (F), thus giving this level a higher 
total. Score level 9 contains only one individual. It is 
believed that expansion of the data collection would lessen 
these variances.



CHAPTER V

SUMMARY AND CONCLUSIONS 

Summary
This paper is the outgrowth of a proposed study by 

three members of The University of Arizona faculty. Many 
studies had been conducted to prove the existence of the 
cosmopolitan local dichotomy, Gouldner had looked at a 
college campus, Scott, a welfare agency, and Bennis a 
metropolitan hospital, however, there had been few attempts 
to analyze the dichotomy in a business setting.

The Purpose
The purpose of the study was to attempt to measure 

the cosmopolitan-local dichotomy in a business setting.
It was assumed that the educational characteristics of each 
individual questioned would determine the response.

The Hypothesis
• The hypothesis of this paper is that the distinc

tion between the cosmopolitan and local attitude can be 
measured in a business setting and that the distinction is 
a functional factor of educational background of the in
dividual,

. 87 ; ;
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The Findings

The results of the study indicated that measure
ment of the distinction is feasible in a business setting.

Conclusions
Many persons have examined the distinction between 

the cosmopolitan and local orientation. Studies have been 
conducted in various fields to prove the existence of the 
distinction. Morton has examined a small community,
Gouldner has looked -at a university setting, Scott a wel
fare agency, and Bennis a hospital setting.

The hypothesis of this paper is that the cosmo-. 
politan-local dichotomy may be measured in a business 
setting. Further there is a functional relationship be
tween educational background and cosmopolitan and local 
attitudes.

The correlation between total score response to the 
statements and the educational level of the individual in
volved was extremely high. As previously shown, both the 
mean and median educational levels show a decline as the 
total score also declines. The findings of the study 
support the hypothesis that the cosmopolitan-local dicho
tomy can be measured in a business setting and that it has 
a functional relationship with the educational level 
attained.
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Each of the statements measured the anticipated 

distinction. Some correlated less highly with total score 
and some produced low reproducibility, but all measured 
distinction, especially at the high and low extremes.

The statements measuring loyalty showed a large 
undecided response. They did, however, cause a low repro
ducibility. Thus those who did respond were distinctively 
divided between cosmopolitan and local attitude. The 
large nondefinitive response may be attributed to the 
security aspects concerning employment. Those surveyed • 
apparently wished extensive, precise information before 
stating an opinion on changing.jobs.

Due to the complexity of this investigation, the 
efforts made are only a beginning. The derived hypothesis 
suggests a structure and process for observing the effect 
of the cosmopolitan-local dichotomy in American business, 
However, due to the limitations of subjects and firms 
studied, only general, behavioral predictions may be made. 
Despite these limited results, it seems that significant 
progress has been made. It is possible, as a result of 
this study, to suggest what appears to be.a promising
direction for the future.

1 - ' . . ' \
Clearly the work completed here reinforces the 

findings of Scott, Warner, Bennett:and Gouldner. Educa
tional background correlated highly with cosmopolitan-local



attitude, The implications are that as the number and pro
portion of individuals with higher education and specialized 
training increases rapidly within the next decade, the 
structure of the organization will need to be altered.
The formal structure will move in the direction of less 
rigidity, due to the influence of professional values.
Individuals will be called upon to make suggestions and

■ ' ' ■ / decisions based upon their specific knowledge, regardless
of their formal position in the company. Informally, the 
structure of the firm will be even more informal. However, 
this informal relationship, increased by professionalism, 
will be confined to work area. Once away from the plant, 
individuals will lead their separate lives with less con
tact with company personnel and more with outside groups.

As might be expected, the turnover in executive 
personnel will also increase in the future. Firms will 
have to be increasingly aware of employment conditions and 
monetary rewards offered by other companies. Recruitment 
and retention of qualified managers will be increasingly 
difficult for American business firms. Already, many 
companies are beginning to have problems concerning the 
hiring of qualified college graduates. Many firms simply 
are unable to induce the personnel desired to join or re
main . This discrepancy is brought about by the basic 
economic law of supply and demand, the evidence of which is



apparent today, Increasingly, there are fewer qualified 
college seniors and business managers than responsible 
jobs open. This situation results from a substantial in
crease in managerial positions which have gone unfilled. 
This situation will become more acute in the future and 
will allow the professional man to be more mobile.

While the professional employee will experience an 
increased demand for his services with accompanying re
numeration, he will be expected to perform at a higher 
leyel, The mobility factor is a two way street, and firms, 
like employees, will be aware of outside influences. Firms 
which provide environment conducive to the cosmopolitan- 
professional level of employment, will find this type of 
person easier to hire and retain. The opposite is true 
for the local-bureaucratic atmosphere. Each firm will be 
forced to decide which level provides maximum return.
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TOTAL RESPONSES BY COMPANY
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APPENDIX B .

TOTAL RESPONSES
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' APPENDIX G

REFINED TOTAL RESPONSES
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APPENDIX D

ANTICIPATED RESPONSES

Cosmopolitan Response Positive
Statement 1

Statement 3

Statement 4

Statement 6

Statement 7

Statement 8

Statement 10 

Statement 11

Statement 12

Much of my intellectual stimulation 
comes from reading business, manage- - 
ment, and technical journals.
If I saw no opportunity to improve my 
managerial skills in this company, I 
would find my job less satisfying.
Management should be practiced for the 
love of it, and not just as a way of 
making a living.
Too many people have to be consulted 
before you can try anything new around 
here.
It is unfortunate but true that there 
are few people here with whom I can 
share professional interests.
Differences in interests and responsi
bilities between top management and 
middle management prevent their having 
close social relations.
Job opportunities for men with my train
ing and experience are excellent.
If I,were offered a job in another 
company with comparable salary, working 
conditions, and fringe benefits, but 
with a better chance for advancement 
I would accept the offer.
Any member of management who has expert 
knowledge about a subject should be in
cluded in policy making in that area, 
regardless of his rank.
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Local Response Positive
Statement 2 
Statement 5

Statement 9

I like office parties.
Even if the company’s business slows up 
and salaries are cut, I would stay, if 
given the opportunity.
It is not the company’s responsibility 
to take a stand on racial integration.



APPENDIX E

COMPARISON OF ANTICIPATED 
AND ACTUAL RESULTS
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Aspect Measured
Anticipated
Positive

Actual
Positive

Anticipated
Negative

Actual
Negative

A. Opinion Concerning Outside 
Reference group 

Statement #1 . 1 to 70 1 to 64 71 to 125 64 to 125
Statement #7 1 to 25 , 1 to 10 26 to 125 11 to 125

B. Individual's Relationship 
with Other People Within 
the Organization 

Statement #2 ' 1 to 35 1 to 82 to 125 83 to 125
Statement #8 1 to 25 1 to 48 26 to 125 49 to 125

C. Individual's Attitude 
Toward Management as a 
Profession 

Statement #3 1 to „ 1 to 113 96 to 125 114 to 125
Statement #4 1 to 80 1 to 70 81 to 125 71 to 125

D. Loyalty to the Company 
Statement #5 •' 1 to 35 1 to 40 36 to 125 41 to 125
Statement #ll 1 to 75 1 to 86 76 to 125 87 to 125

E. Individual1s Attitude 
Toward Bureaucratic 
Authority

Statement #6 1 to 50 1 to 64 51 to 125 65 to 125
Statement #12 1 to 85 1 to 108 86 to 125 " 109 to 125



Aspect Measured
Anticipated
Positive

Actual
Positive

. Anticipated. 
Negative

Actual
Negative

F. Company Dealings with the 
Environment 

Statement #9 1 to 70 ' 1 to 103 71 to 125 104 to 125
G. Individual's Attitude 

'Toward Opportunities 
Available to Himself 
and Others with Similar 
Training and Experience 

Statement #10 1 to 100 1 to 107 101 to 125 108 to 125
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APPENDIX F

AVERAGE SCORE AND EDUCATION BY COMPANY

Average Average
Company Score « Education

A 26.6 3.7
B 25.8 3.3P
Bt 26.8 3.0
B ' 26.2 3.2
C 27.5 3.6

Total 26.6 3.4
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APPENDIX G

QUESTIONNAIRE PACKAGE

We at The University of Arizona are conducting this 
study to determine the motivating forces within various 
companies in the State of Arizona.

The divergent orientation of individuals is para
mount to this study. It is the hypothesis of this paper 
that a distinction can be made between motivating attitudes 
within the American business setting. Further, the dis
tinction is predicted on the individual.background of the 
employee.

Many studies have been conducted to prove the.ex
istence of motivating attitudes. A study conducted by 
Alvin W. Gouldner analyzed the dichotomy within a small 
Midwestern college. W. Richard Scott looked at attitudes 
in the Cook County Welfare Agency. W. G. Bennis did a 
study of outpatient departments of seven metropolitan 
Boston hospitals.

Although many attempts have been made to measure 
the attitude dichotomy in various fields, few have been 
made in a business environment.

Your time and co-operation is greatly appreciated. 
Thank you.
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As previously mentioned, we are conducting a small 

research study to learn something'about motivating forces’ 
in people's occupations,

Before you is a questionnaire containing twelve 
statements. Below each statement are five phrases? strongly 
agree, agree, undecided, disagree, strongly disagree. As 
you read each statement, put an X mark beside the phrase 
which will indicate your attitude about the statement, •
Read and indicate .your response to each statement in rapid 
succession. Complete all questions. Extreme frankness is 
required for validity.

Each questionnaire also contains eight questions 
concerning your specific background. Please answer the 
questions truthfully but do not affix your name to the 
paper,

, If you desire, you may choose to complete the 
questionnaire at your residence.

Enclose the completed questionnaire in the enclosed 
self-addressed envelope and place it in the mail. Please 
complete and mail the questionnaire within five days of 
receiving the form.

We thank you for your help in this University pro
ject. Information provided will be considered confidential. 
Individual results will not be available to Tucson Gas 
and Electric Company.



Age:
Present position;
Years with present company:
Number of companies associated with: 
Number of years of high school; 
Number of years of college:
College degree held:
Other specialized training:

- i

Much of my intellectual stimulation comes from reading 
business, management, and technical journals.

Strongly agree _____
Agree
Undecided . '
Disagree ______
Strongly disagree  ____________ '

I like office parties,
Strongly agree 
Agree'

\ Undecided
Disagree
Strongly disagree
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Differences in interests and responsibilities between top 
management and middle management prevent their having close- 
social relations.

Strongly agree _____
Agree _____
Undecided______________ _
Disagree -_______
Strongly disagree

It is not the company's responsibility to take a stand on 
racial integration.

Strongly agree‘____ _____
Agree ~
Undecided '______■
Disagree _____
Strongly disagree ___ _

Job opportunities for men with my training and experience 
are excellent.

Strongly agree '
Agree .
Undecided _____
Disagree ' .
Strongly disagree :

If I were offered a job in another company with comparable 
salary, working conditions, and fringe benefits, but with a 
better chance for advancement, I would accept the offer.

Strongly agree _____
Agree _____
Undecided ■
Disagree - ._____  .
Strongly disagree ______
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Any member of - management who has expert, knowledge about a 
subject should be included in policy making in that area, 
regardless of his rank.

Strongly agree__________
■ Agree___________________
Undecided ;________ _____
Disagree________________
Strongly disagree _____

If I saw no opportunity to improve my managerial skills 
in this company, I would find my job less satisfying.

Strongly agree '
Agree___________________
Undecided_______________
Disagree________________

. Strongly disagree  _____
Management should be practiced for the love of it, and not 
just as a way of making a living.

Strongly agree _____
Agree___________________
Undecided. _______
Disagree '
Strongly disagree ______

Even if the company's business slows up and salaries are 
cut, I would, stay if given the opportunity.

Strongly agree _____
Agree___________________
Undecided_______________
Disagree________________
Strongly disagree _____
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Too many people have to be consulted before you. can try 
anything new around here.

Strongly agree__________
Agree ____ _
Undecided .
Disagree _____
Strongly disagree '

It is unfortunate but true that there are few people here 
with whom I can share professional interests.

Strongly agree '
Agree - "
Undecided _____
Disagree ___ _
Strongly disagree .
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