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UNITED JEWISH 71• INC. 

) MEMORANDUM 

Dm February 23rd , 1972 

To Rabbi Herbert Fried:nan 

Prom Matthew H. Simon 

Subj eel 

I met yesterday with J.1r . Harold Ruttenberg of Pittsburgh. He 
claimed he is a "poor millionaire'~ His apartment in Jerusalem is 
a veritable art gallery and he is one of the investors in Israeli 
high precision optics and the America bui l_ding in Tel Aviv. 

At your suggestion I merely developed a friendship and Ruttenberg 
shared the attached ar t i cles ~ith me . He told me that our friend 
Dr . Miron Sheskin asked him to set up a par lor meet ing in 
Pittsburgh for his Russian professional committee . As a matter 
of community disci9line Ruttenberg refused but promised Sheskin 
that he wouJ.d deliver J ose'Ph Katz when he visits Israel in March . 
I wanted to have the last word on the Sheskin project so that I 
may have a good excuse to s peak with Ruttenberg in the im.rr.ediate 
future . 

~· 

MHS :amg 
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IN nus ISSUE we strike a grim note as (at the time of 
writing) the Soviet shadow over the Middle East lengthens, 
but we also throw down a challenge for indispensable action 
on the part of Jews in the free world. 

More specifically, Harold J. Ruttenberg elaborates a scheme 
whereby every major Jewish community m the U.S. would 
send a tenth of its total manpower-and womanpower-to 
Israel within the next 10, IS or 20 years. Such a transfusion 
of Western blood and know-bow is a vital necessity. not 
only to compensate for lhe hemorrhage suffered by the 
Jewish. State at war, but above all to help end the war and 
win the peaoe. There is nothing divine about the Great 
Powers, but they, like God, help those who help themselves. 
The moraJ and material effects of a grand-scale aliya from 
the West cannot be O\'errated. An American Aliya Corpora­
tion is suggested as the machinery to ma.kc a reality of what 
is but an extension of the Herzlian dream. 

In The Juli.a Flaum Story we present an eye-opener OD the 
fate of East European Jewry. Here is enlightenment OD 

life-and death-in the Soviet Union, wheie anything is 
liable to happen at any moment ... to Jews in parocu-
lar. 

A Long Hot DQ)~ by Avrah.am B. Yebosbua, is a work of 
true fulfillment by one of the most promising talents among 
young Hebrew writers. We know of no other short story 
which so authentically conveys the feel of life in contcm-
porary Israel, its heat, its dynamism. its modernism, its 
underlying fear. But it would be a mistake-at least we 
hope so!-to read a wider symbolism into this strictly 
realistic portrait of one individual, his faili.Dg health, bis 
fickle wife. bis lovably irritating daughter and bis doomed 
car. 

Cop1'Ttght © 1970 Israel Maga:me. All righrs reserved. Reproduction in whole or part 'H'llhout written permission is prohibited. 

3 



. 
" 

I address this essay to my American Jewish compatriots­
my fellow Galutniks-those who give generously to Israel, 
love Israel, make Israel their vacation-land. use Israel as the 
stepladder to a higher rung of esteem in the Galut they call 
home, and who live with the terrible truth that they are 
ready to fight for Israel to the last Israeli. 
In the summer of 1895, Theodor Herzl wrote "The Jewish 
State," then a fanciful essay that you can reread in simple 
pamphlet form published by H. Pordes, 529 Finchley Road, 
London, N .W.3., England. After Herzl convened the First 
Zionist Congress at Basie in 1897 be confided in the Septem­
ber 3, I 897 entry of bis diary : "At Basie I founded the Jewish 
State. If I were to say this today, I would be met with univer­
sal laughter. In five years, perhaps, and certainly in fifty, 
everyone will sec it. The State is already founded in essence, 
in the will of the people for the State." 

In the spring of 1970, Nahum Goldmann, the Lithuanian­
German-American-Swiss Galutnik, who possesses an Israeli 
passport and a spacious apartment at 18 Abad Ha'am Street 
in Jerusalem, wrote "The Future of Israel." The idea he 
develops is that Israel should be exempt from the vicissitudes 
of international politics thru neutralization guaranteed by 
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all the other States in the world (including the Arab States), 
each of whom would continue to be at the mercy of inter­
national politics. Switzerland is cited as a case of neutraliza­
tion, though the Swiss rely not on foreign protection but on 
themselves, more especially on their potent air force. Dr. 
Goldmann (who cannot be denied his just due in negotiating 
the billions of German Reparations) concludes his essay, 
in the April 1970 issue of Foreign Affairs, with the claim 
that h.is idea of Israel's neutralization is "no more quixotic 
by far than Herzl's Judenstaat seemed to the peoples of the 
world and to most of the Jews when it was published some 
75 years ago." 

I. too. am concerned with the future of Israel. More 
specifically, I affirm that the indispensable way of ensuring 
Israel's survival is to make arrangements for JO per cent of 
our five to six million American Galutniks to become 
Israelis over the next decade or two, and/or to give in Israel 
three to five years of their creative years to accelerating 
Israel's industrial development. Failing a large infusion of 
new Jewish talent every year during the Seventies and 
Eighties. the Jewish State could be demographically 
smothered, if not extinguished in war, by the Arabs. The 



. . 
main source of Aliya- immigration is obviously the U.S.A. 
Soviel Jewry is locked up behind the Iron Curtain and, even 
if set free. wi II lack both capi taJ and know-how to create job­
providing and wealth-creating enterprises. 

The Israeli, sadly disappointed because the American 
Galulniks regard Israel more as a vacation-land than a home.­
land, pursues them for cash gifts, bond purchases. 
investments and endowment funds with the same effective­
ness that he organizes his military. The melancholy fact for 
the Israeli is that so few American Galutniks become Israelis, 
a mere trickle. Actually, in the 21-ycar period from 1948 
to 1969. for every U.S.A. Galutnilc turned Israeli, four 
Israelis-mostly pass-thrus, Jews from Eastern Europe who 
supped at Israel's table and wandered on-have migrated 
to America. 

A word about my Galutnik self. Over the years, we, that is 
my wife and myself. have concentrated our art collection oo 
works by anislS identified with Israel. We cut our eye teeth 
as investors in Israel in the mid Fifties. We helped build, 
and today oc::cupy an office in an office building in Tel Aviv 
instead of erecting one m Pittsburgh. In 1967 we invested 
in an embryonic electronics plant in Rebovot, Israel, 
instead of Route 128 ln 1968 we acquired an interest in an 
Israeli investment firm (where I am a director) instead of 
one in New York. Since 1969 we have been trying to invest 
in a new plant in Jerusalem instead of California. And this 
year we moved into our condominium-type apartment in 
Jerusalem instead of Miami Beach. Yet we remain 56-year­
old Galumiks, as we keep our penthouse and main business 
ID Pittsburgh, and maintain a tourist status when in Israel. 
Since the Six Day War we have bten to lsrad nine times 
spending there over 52 weeks., buying art, investing, attending 
the Prime Minister's Economic Conferences, and visiting 
friends from the Lebanon border to the Negev. For six 
months in 1969 we lived in a villa where we could hear the 
roar of the Mediterranean agamst the Herzliya beach. Our 
three sons and daughter. three daughters-in-law and ~nd­
daugbter and the latter's great-grandfather all spent tlicir 
1969 vacation with us m Herzliya. On-the-spot observation 
has led me to conclude that the Israeli political and military 
leaders cannot sustain indefinitely the morale of their civil­
ians and civilian-soldiers if U.S.A. Galutniks continue to 
boycott becoming Israelis en ma.sse as we have done since 
Israel's establishment in 1948. Therefore I am prepared to 
support Maurice Carr, editor of ISRAEL MAGAZINE, 
when-true to Herzl's principles- he urges U.S.A. Jewry to 
set up the Western Aliya Corporation which will organize 
and finance the settlement of U.S.A Galutnilcs in Israel. 

To increase results we need to set ourselves a definite target. 
Each {.; S.A. Jewish Community should organize and 
finance JO per cent of its individuals to become Israelis over 
the 1970-80 or 1970-90 decades. The nationwide figures are 

IN TEN YEARS IN FIFTEEN 
10% of 10% of )0% of 10 % of 
S million 6 million 5 million 6 million 
50,000 to 60,000 a year. 33,000 to 40,000 a year. 

lN1WENTY 
IO% of 10% of 
5 million 6 million 
25.000 to 30,000 a year. 

Maurice Carr writes "there is no mass trend towards Aliya 
among the eight million or so Jews living in the free world. 
On the other hand. we do believe that most of t~e Jews 
approve, actually applaud, the small adventurous elite in their 
midsl who go forth on Afiya,jusr as we cheer spacemen bolll'ld 
for the moon, even though we've no intention of going there 
ourselves. Furthermore, the We.stem Olim. are not such a small 
llite any more, their munbers me growing. Not Long ago. the 
iuuuiili injlui of Westmren in lsratd ran into hundreds. In 
1968, they top~ the 7 JXJO mark. It is likely thal tlu! figure 
would qu!ckly shoot up to 20.(XXJ or 30,000 or more, if only 
the Israel economy were able to absorb so many newcomers, 
able 10 offer them gainfal, cre<;ztive employment. 
"Westem J~i.sh investmmts of capital and capability in 

Israel are th~a~r to the prayer for bigger, betttr, smootherc. 
prouder We.stem Aliyo. The beginning oftlteanswer WQ.!Jforth­
coming at the historic Economic Conference held in Jerusalem 
in April 1968. But, we contend, the time has now come to set 
up a roof organization, an overall corporation, whtch tt•ill 
coordinate, guide and stimulate the interrelated Diospora­
Jsrael streams of investment and .Aliya through all stages. 
from initial planning to final implminitation and ongoing 
administ rmiort. " 

The time has come to organi:ze the American Jewish Com­
munity on yet another level of relationship to Israel. Can it 
absorb another layer'? We have the U.J.A.-a philanthropic 
relationship with Israel and with local needs. In 1951 the 
Bonds began. anothe:r layer on top of UJ.A., an impersonal 
investment relationship. Tourist Bonds and lsrael lnvc:;tors 
and other variations of impersonal investment relationship 
have thickened the Bonds layer. 
A third layer is the multitude of ways of getting members 
of the Jewish Community to visit. to be a tourist in Israel. 
This third layer is the development of Israel as a vacation 
land. 
A fourth layer 1s the solicitation of funds. gifts, on a personal 
direct philanthropic relationship for rooms. scholarships. 
etc., named after the donor, tiKc a Wolk ceramic wall at 
Hebrew University, a Mr. and Mrs. X room at Technion. a 
Mr. and Mrs. Y scholarship at the Weizmann Institute. and 
so on ad infinilum, including the knitting of wool skullcaps 
for Israeli soldiers lo wear under helmets on cold border 
nights. 
This organization of the Jewish Community to release its 
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-.ocial energy and economic resources to develop and aid 
lsr.tel is a phenomenon of the first magnitude. 
The time has come to organize yet another layer, namely. 
direct in,estment in Israel industry/services with the personal 
participation of the investors. 

In August '67. April '68, November '68 and June '69 the 
Israel Pnme Minister's office organized the Jerusalem Econ­
omic Conferences to promote this additional layer. I have been 
active in this effort as an individual. The problem is how to 
create the Western American AJiya Corporation, without 
drairung off social energy and funds that now are organiz.ed 
to fuel the four existing layers of Israel-building organiza­
lloos in the Community. 
The results of the Jerusalem Economic Conferences in two 
years arc peanuts. a couple hundred million of investments, 
measured against the need. just as the U.S.A. Galutruks 
turned Israelis. now over 6,000 a year. are a trickle. Both are 
inadequate. because they are not tied together. The Olim 
from U.S.A. are a trickle, because it is Israelis who are in 
charge of Western Immigration. both in the Jewish Agency 
and the Government's new Ministry of Immigrant Absorp­
uon. Israelis cannot succetd al this job. despite the fact that 
they are. in Carr's words., "young, vigorous. dedicated men. 
-.ome oft hem senior officers who stepped straight out of the 
Israel army.·· Only U.S.A. Galutniks can organize themselves 
to contribute one our of ten of their individuals to Israel over 
the next one to two decades. 

And the Galutniks who are investing in Israel, who are 
creating job-providing, wealth-creating enterprises, are 
' tymied. for lack of manpower in Israel. I have had to post­
pone creating a tool and die plant in Jerusalem principally 
for this rl!3Son. To propel our enterprise-creating program 
we have to tie our efforts together with organizing GaJutniks. 
Yordim emigres from Israel- and Israel students in the 
U.S.A. in danger of becoming Yordim. to go to Israel. 

'> rep One is for the leaders of the American Jewish Com­
munit> tu organize the American AJiya Corporation. Its 
c.onstituuon essentially would follow the outlines of Herzl's 
The Jewish Company as he outlined it in the summer of 
1895. 

Step Two is for the leadership to recognize that the money­
raising and bond-llelling apparatus, which is a joint Galutnik-
1-.raeli creation. forces the richer Galutniks to the top level 
a-. leadel'"\. and snuffs out too much of the best Jewish brains 
and talent from the leadership of the American Jewish 
< ommunity. The Israeli leaders are interested first in those 
U.S.A. Jews who can and ,will give. and they have too little 
exposure to much of the best talent among the U.S.A. 
Galutnik!.. As a consequence American Jewry is not pcrf onn­
ing like th: power it is. It is fragmented. incoherent. sounding 
hke a twenty-year-old phonograph record whose need.le is 
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stuck in one groove pouring out the same same appeal year­
in and ycar-ouL The leadership has to take a good critical 
look at itself. infuse its ranks with the ferment of Galutniks 
whose acbie\iements are elsewhere than in making pots of 
money. and get out of its rut, to take off in more fruitful 
directions. 

Step Three is to reallocate some of the funds that now go into 
Israeli efforts to attract American Olim. The Israelis by 
themselves cannot succeed. Put these funds into the Ameri­
can Aliya Corporation. organized and controlled by Galut­
niks. that will tie together the creation of enterprise:. in 

Israel with the migration of American Jews to lsrnel to 
manage and make a success of the::;e enterprises. The Aliyn 
Corporation will develop its modus operandi with the Israel 
Immigration machine. 

Step Four is to sell lhe American Christian Community the 
idea that only a strong Israel with a modus vivendi with its 
neighbor Arab states can insure U .S.A. Mid-East interests. 
The British and French experience since the breakup of the 
Ottoman Empire in 1914-18 demonstrates that Western 
interests cannot be sustained. when founded only on Arab 
states. lf there is no Israel. there will be no U.S.A. interests 
in the Mid-East. as the U.S.S.R. is using the Arab states to 
oust U.S.A. interests. OnJy Israel stands in the way of the 
Russians. 

Americans of all faiths need to recognize that Israel is the 
only sure toehold that the United States has in the Mid­
East. It is the largest aircraft carrier in the U .S.A. Navy. 
It is the only protection U.S.A. oil firms have against loss 
of their Mid-East investments. because if the Israelis were 
ever pushed into the sea the next victims wouJd be the US.A 
oil firms whose properties would be taken over pronto. An 
investment in the Seventies and Eighties into Israel of 
500,000 to 600,000 American Jews and three to five billion 
dollars of U.S.A corporate funds is both the answer to 
Israel's prayers and the solution to U.S.A. 's dilemma m 
the Middle East. It is the best response to Soviet Russia's 
penetration of Egypt and Syria. Such investment" in Israel 
over the next decade or two can do for America what the 
U.S.S.R. lacks any equivalent power to do for itself in the 
area. We know this. and we can make these f undamentab 
known to the majority of Americans. 

Just voting Israel into eicistence. after the Ben Gurion 
leadership took the declaration of Israel into its own hands. 
is not enough. Israel needs economic help now. Not gifts. 
Not loans. Bul branches offactories of the 500 largest U.S.A. 
manufacturing corporations. It can be done. and we can 
provide U.S.A. talent of the very best to go to Israel to 
manage these branches and work in them. The U.S.A. Jewish 
Community itself lacks the .resources to do this job itself. 
The participation of American industry and suppon of 
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Washington are essential. This can be secured thru the proper 
understanding and organizalion. 
My love for America was spelled out in my book. "Self­
Developing America" (Harpers, 1960), and my interest in 
the development of Israel has its roots in my concern for the 
success of the land of my peo ple's birlh in the Middle East 
and against the U.S.S.R. While my interest in Israel's 
economic development is because I am a Jew, it stems as 
much from my interest in America. Being an American Jew 
provides some extra satisfactions in fsrael that are not 
available investing in the U.K., Spain. or in one or more of 
the fifty odd countries where I have done business in my 
industrial career. An American Gentile with Galutnik 
personnel intermingled with Israeli, would do supremely 
well for himself in Israel, while I can do more to help America 
solve ics Middle East dilemma working in Israel than in the 
U .S.A And one or more of our sons and/or daughter can 
contribute to solidifying America's position in the Middle 
East by becoming Israelis, or spending several of their 
creative years working in Israel. 

Space here does not permit spelling out how the l\merican 
Aliya Corporation would be structured, financed and pro­
grammed. But I can illustrate how its Pittsburgh office would 
function. 
FIRST: Every organization working for Olim would be 
organized into a unity, anda register made of(l) all interested 
Galutniks. (2) Yordim. and (3) Israeli students studying or 
working in Pittsburgh. There are 50.000 to 60,000 Pittsburgh 
Jews. Ten per cent spread over a decade is 500 to 600 a year ; 
over 15 years 335 to 400; over two decades 250 to 300 a year. 
Naturally the initial goal would be 500 to 600 a year for ten 
years. That is Pittsburgh's quota to be filled in part by 
American Jews who would spend several of their creative 
years in Israel. 
SECONDLY: The major corporations headquartered in 
Pittsburgh would be surveyed to evaluate what product 
lines would be profitable in Israel measured against Israel's 
need for the products and/or capability of absorbing such 
plants for export sales. 
THIRDLY: Galutniks would be developed to match up the 
product lines with the talent needed to produce them in 
Israel. For example, I now have a really talented Galutnik 
who is trying to get a U.S.A. firm to put a Vacuum Melt 
Steel plant in Israel, primarily for export sales. Three such 
specialty steel firms headquarter in Piusbw-gb, and more 
than enough Galutniks, also Christians, with the necessary 
managerial and metallurgical know-how can be recruited 
to go to Israel with such a plant. 
FOURTHLY: The big Galutnik real estate operators would 
be organized to select one of their members experienced in 
modular construction and to finance his going to Israel to 
build homes and apartments for the first wave of Pittsburgh 
Olim. At this point the Jewish Agency and other agencies 
in Israel arc essential for land. 

FIFTHLY: The ex-Pittsburghers who are now Israelis, like 
Katherine Falk in Jerusalem. Jerome Bachrach in Haifa, 
and Jack Applebaum in Tel Aviv would be organized to 
create an Israeli counterpart to the Pittsburgh office. Galut­
niks do not become Israelis in fact for some time. Upon 
arrival they are Americans, and specifically Pittsburgh 
Americans, particularly those who go only for a few of their 
creative years. 
Once the operation of creating plants in Israel is tied up 
with moving one out of ten Pittsburgh Galutniks to Israel 
over a ten to twenty year period, the money-raising and 
Pittsburgh Jewish Community organizations will be blended 
into the movement, and some of their activities altered 
accordingly. 
Can it be done? Yes. The appeal to the self interest of the 
big corporations headquartered in Pittsburgh could prove 
to be easier of accomplishment than it may appear. Reaction 
of the Jewish Agency and others in Israel to the U.S.A. 
Galutiliks' taking into their own hands the recruitment of 
Olim and development of plants in which to work and ibomes 
in which to Jive is predictable. 
Goldmann's plea that Jews be left alone to develop their 
own lives in Israel divorced from the ever-changing currents 
of international politics falls into the visionary category. 
But the idea of one out of ten Galutniks in the Seventies 
and Eighties going to Israel either to become Israelis or to 
spend several of their creative years is eminently practical. 
It is a matter of organization, finance, and determination. 
And its accomplishment is a matter of life and death for 
Israel, besides being essential for the United States of 
America. 
Israel challenges all Americans. It is there, the only strong 
foothold that America has in the Mid-East. To secure it 
takes more than money. It takes industrial know-how. It 
takes human beings. But it does not take U.S.A. soldiers. 
So Americans can respond affirmatively. 
My generation of American Jews is being asked to invest 
some of their children and grandchildren. The generation of 
our sons and daughters are being asked to invest some of 
their lives and some of their children, or to invest several 
of their creative years making Israe! into a self-sufficient 
State capable of attaining a modus vivendi with its neighbor 
Arab states. 
American Christians are being asked to drain off thousands 
of man-years of Jewish talent that otherwise would go into 
building the United. States at home. The question that needs 
to be answered is will a strong democratic Israel contribute 
enough to the U .S.A. to justify such an investment of money, 
know-how, and individuals. 
The feedback of Israel over 22 years to make American Jews 
better human beings is evidence that Israel has a feedback 
capability that can enrich the lives of all Americans. The 
creation of a strong mHitary force in two decades is evidence 
that Israel has a feedback capability that strengthens the 
U.S.A. in world politics. 
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INCENTIVES AND PRODUCTIVflY IN ISRAEL INDUSTRY 

by Harold J. Ruttenberg and Edward Wisnewsky 

Mr. Ruttenberg was bom in Minnesota in 1914 and graduated from 
the University of Pittsburgh. Entering t1he steel industry as a union 
organizer, he was chief economist and r8'Search director to the United 
Steelworkers of America (and its predi~cessor) from 1936 to 1946, 
when he became a manufacturer of steel products. In 1959, he 
founded Humanation Associates to apply advanced research in industry. 
He is now productivity advisor to the I.rrael Aircraft Industry. 

Mr. Wi.mewsky was born iri Wisconsi:n in 1917 and holds an MA 
from Marquette University. From 1946 till 1961, he worked for a 
steel company and is 11ow a senior associi~te of Humanation Associates. 
Together with Mr. Ruttenberg, he has senved as management consultant 
to several American and Israeli firms, as well as the Israel Ministry of 
Commerce and Industry and the Generial Federation of Labour. 

Sooner or later, every factory manager· faces the question: 'Should 
we put in a group incentive system?' N~' other approach can provide 

an acceptable rate of increase in real wage levels for as many people 
as a group incentive system provides. 

INDIVIDUAL INCENTrvEs ARE CouNTER-PRonucTIVE 

Much of Israel's industry is choked with individual incentive plans. 

Twenty years ago, we in the USA wene forced to recognize that in­

dividual hourly incentives had become impediments to productivity 

that in many cases could only be overcome by relocating plants; it 
was just then that Israeli factory mar11agers began to adopt them. 
Today, in the bands and minds of Israeli workers, just as twenty 
years ago in the USA, such plans restrict the output of the machinery 

in use. 
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The Israeli ingenuity in restricting productivity equals and may 
exceed that of the USA worker. Cultural traditions and historic 
developments may have made it easier for Israeli workers to develop 

and utilize social forces for this purpose. As a result, much of the 
lower wage advantage of Israel factories is wiped out by norm and 
premium incentives that free:ze the output of machines substantially 
below their capacity. Workers have, in effect, placed a ta..x on capital 
which results in redundant labour and lack of initiative. 

Everywhere in the world, workers, both white and blue collar, non­
industrial and industrial, ad1opt attitudes and practices that protect 

inefficiency, creating under-employment. These attitudes affect both 
socialist as well as capitalist econornie;;, operate in both the public 
and private sectors and in non-profit as well as in profit-making 
organizations. The result is 1so uniform that it is obvious that deep 
social forces are at work. 

The alienation of the worlker cannot be accounted for in terms of 
modes of production and owiricrship of the means of production. Two 
things have remained cons(~t since the mid-1850's. One is the 
growth of bureaucracy, b~~d on rationalisation. The other is the 
response of workers to rationalisation devoid of emotion. The role of 

emotion as an energizing force should not be so hard for Israeli 
management to understand. 

The blinkers of dogmatic thought keep us from seeing the real 
significance of what we are aM aware of. We are not going to increase 
productivity without the consent of the only people who can provide 
it- the work force. 

In four years as consultants to Israel's industry, we have found no 

significant diff ercnccs in prioductivity problems between privately­
owned plants, Hevrat Ovdim* enterprises, and Government-owned 

plants. Irrespective of who owns the factories, their capital equipment 
is not run at the designed c21pacity and more individuals are on the 

payroll than necessary. Owmcrship of the means of production is 
not the key factor in produc:tivity: it is the attitudes and habits of 
the work force that is the k1:y to full employment. 

• ('Workers' Company')-the ec1onomic holding corporation of the Histadrul, 
the Israel Labour Federation. 



lncentives and Productivit:v in Israel Industry 

As we have gone from plant to plant, we have found the managers 

asking the same questions: 

- How can people be persuaded to work as skilfully and diligently 

for the entire shift as they know how? 

- How can they be persuaded to be concerned about the net results 

of the organized effort of which they are a part? 

- How can they be persuaded to expect, and insist, that their fellow 

workers do the same? 

To ask these questions is lo assume that there are answers, and that 

we have the background of experiene~~, not only to find the answers 

but the ability to apply them as well. '"We do have them- in the USA, 
and we are trying to develop that capability in Israel. Despite the 

many similarities with the USA, the differences are significant and 

require an expertise that can only be learned in Israel. 

While there is a large body of written matter purporting to C.'--plain 

why workers behave as they do, it takes something more than 'good 

human relations' to mobilize their e:tiergies. Workers need a good 

reason, an incentive, to use the mean~, that they have for influencing 

behaviour in one way rather than another; for influencing their 

fellow-workers to work the entire shift, not just part of it; for using 

their influence to sec that their macbines are run at full capacity; 

and for deciding for themselves that it is in their best interest to 

work skillully and diligently all day l<img. 

Such an incentive cannot be developed in a framework which, of 

necessity, compels workers to organ.i:zc and fight management for 

wage increases. It cannot come from a situation where what a worker 

deserves is based on a narrow definitkm of his task which robs it of 

social significance to himself and his fellow-workers. It can only come 

from effective social participation in t.he process of production. 

At issue is not the technique of organizing work efficiendy but 
rather the purpose of working at all. The anti-productivity practices 

that have developed are exp~ons of distrust of the purpose for 

which efficiency is sought in the orgamization of work. That distrust 

is finding more and more costly ways of expressing itself. Hence the 

need for an increased interest among Israeli managers in the structure 

and operations of group incentive systems. 
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Individual incentive plans :apply to a steadily declining number 
of the workers. This fact in i1tself aggravates the discontents of the 
others. It is compounded by the favourable tax treatment given to 
such incentive earnings. This in turn complicates the problem of 
finding substitutes for individual incentive plans that will be ac­
ceptable to the employees enjoying such favoured treatment. There 
is no other way than through group systems to provide incentives for 
the entire work force. 

This is not merely a matte:r of basing incentives on group per­
formance. A group incentive system requires something more than 
a way of measuring that performance. It is more than the way we 
measure the pcrf ormance of an individual in a conventional norm 
and premium plan. It need:~ the mobilization of social forces; 
a realization that those forces are already operative, and that their 
existing character is a critical ellement. The task cannot be turned over 

to industrial engineers or academics with little experience in the 
management of men in making things happen in factories. 

Every failure of an incentive plan can be explained in one of 
two ways. Either the goals sou~~ht were beyond the power of manage­
ment to attain, or the means wicd were inadequate. A group incentive 
system first examines the rel~~vance of past practices and mental 
habits, as it is these that hav~~ impeded the attainment of manage­
ment's objectives or productivity improvement goals in the past. 

The discovery of the limits of formal organization patterns leads 
to attempts to bring about change by preaching and exhortation. 
The results o( such methods in Israel under siege is not impressive, 
not to mention their ineffectiveness when the siege is lessened by a 
ceasefire; but it does provide an outlet for managerial frustration. 

What is needed is the creatio•n of adequate inducements based on 
self-interest. This is the way to influence behaviour. 

The manager does not ne~:d an incentive system based on self­
interest that leads to one factoir of performance being emphasized to 
the damage o( another; or w.here one department's performance is 
enhanced at the expense of another's; or where long term interests 

are sacrificed to improve short term records. But this is e.'<:actly what 
is apt to happen when performance is measured in isolation. 
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GaouP INCENTIVES REQUillE FULL :MANAGEMENT lNvoLVEMENT 

Most of the attitudes and practices that limit productivity have 
their origins in the denial of the sigiitificance of the productive re­

lationships between men as social beimgs. The personal relationship 
of the manager to the worker's performance is at a minimum in 
conventional individual incentive plans. It is governed by purely 
formal considerations; and it is to these considerations that the 
worker's behaviour is adapted. He is not going to stop his restriction 
of output until he has something to gailn by producing more. Existing 

formal considerations limit such gains and, so, limit his response. 
And this condition cannot change as long as the manager tries to 
maintain a minimum involvement witln his workers. 

This bureaucratic mentalitr in managers leads to a preference for 
inccnti\'e plans built around limited objectives. Some element of 
pcrf ormance is defined and the goal is seen as merely getting an 
improvement in this particular element. This attitude may be due to 
an ignorance of economics, or to the faulty design of some tool or 

machine part. The mark of thls procedure is its emphasis on ration­
alizing an existing system. It seeks to make something which works 
passably well work better by a series 10£ systematic improvements. 

The proct!$ has merit, for it is essientially the way in which the 
crude internal combustion engine wais developed. But it is not the 
process by which Man has gone from !the internal combustion engine 
to the jet engine, with its far greater ratio of horsepower to weight. 
It was not by propaganda and cxhoirtation that this was done: it 

was done by examining a new set of ~bilities. 
The managerial involvement demanded by group incentive systems 

is the kind of involvement that Israeli managers seek to avoid. They 
are like the internal combustion engine makers who want to attain 

the performance of jet engines and yc:t use the 'know-how' and the 

tools that they employed in building internal combustion engines. 
The few group systems in Israel have had a short or unproductive 
life span because managers simply co1uld not master the additional 

relation.wps that group systems require. The major problem is to 
bring about a change in the way tha1t the managers see their role. 
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Every manager finds his freedom of action limited by the veto 
power exercised by the inf 01mal organizations in the work force. 
Some managers arc aware of this; others seem to be blind to it. It is 

fruitless to try to eliminate suc:h informal organizations: they provide 

emotional outlets. The mana1ger must accept such veto power as 
legitimate and share with it some of the veto power that he has. 

Th.is~ the only way in which !he can participate in the social processes 
and steer them in productive· directions. Participation of th.is kind 
calls for social ability, not th1crapeutic skills. 

Leadership is better excrciJICd by Israeli managers who are pre­
pared to roll up their sleeves and get involved in the tough day-to­
day problems on the factory floor. Th.is will be a great improvement 
over the experience, repeated from factory to factory, where the 
plant manager and his plant engineer sit across the coffee cups and 
tell us why 'it can't bC done' iin Israel. All they testify to is that they 
arc unwilling to chal,lgc their 1own habits, sterile though they may be. 

The Israeli pressures for trying new approaches arc growing. Group 
incentive systems do off er a way of providing higher take-home pay 
without raising c~ts. Thls sattisfics the aim of the manager to keep 
down costs, even to cut total costs, and the workers· pressures for 
higher disposable incomes. 1('he efforts to meet the demand for 
controlled costs and higher worker incomes have been frustrated b)' 
technological developments that have reduced the percentage of the 
work force to which individwLI incentive plans can be applied. The 
problem is to find ways of providing an 'incentive earnings op­
portunity' for everyone in tl1c work force, supervisors as well as 

supervised. 
The approach required here has to be based on improving the 

organization,s ability to pay higher wages without requiring higher 

prices. It is more likely to be successful if it provides increased eco­
nomic benefits to the workers and lower prices to the customers, or 
an improved product at the same price. It is only with the acceptance 

of this as an objective that tlHe forces inherent in the existing social 
structure can be effectively mobilized for the promotion of pro­

ductivity. And it is only b) "tlccess in this effort that such forces can 
be strengthened. 
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Once this is understood, it becom~; clear that management has to 
take on a social role in addition to its traditional functions. But it 
cannot be 'given' this social role: it bias to win it by its performance. 
As a member of a social group, the J!Ilailagcr needs to learn how to 
persuade as well as how to 'boss': hc)w to influence, as well as how 
to 'order': how to make laws as well as how to enforce them. The 
rationality that applies to group inc:entive systems is not bounded 
simply by the necessities of commerci:!l good sense. 

Thus there is no one particular group incentive system and no one 
mode of managerial involvement t:h:a.t will meet all circumstances. 
Yet, in all cases, the starting point is the same. It consists first of all 
in being honest about the reasons why an increase in productivity 
is needed. Secondly, it requires fixing the amount of productivity 

~~~~~~~~~in~~~~~~ 
term. 

The question is not answered by suggesting the minimum that will 
induce workers and supervisors to take an interest, since a much 
greater managerial involvement is rc~quired. The goal is not easy: 
how to have fewer individuals doiuig the same work or the same 
number doing more. What we are after, to raise living standards 
in Israel and the volume of exports, ~>a more effective utilization of 
both human and material resources. 

We can be wrong in believing we know how to obtain such 
gains: we can also be wrong in thinkimg that they are there to be had 
in the first place. There is hardly a plant that has not made such 
mistakes. The process of examination :may reveal that there are gains 

to be had without a group incentive system. This may be an im­
porrai1t consideration when the effective use of a group incentive 
system calls for substantial change .in managerial habits. Taking 
advantage of such discoveries may bu1y time to change those habits. 

Every group incentive system will t(:St the thoroughness with which 
management has done its homework. It will test the validity of the 

explanation that it gives for the cun·ent level of productivity. And 
it will test management's understanding of the differences between 

individual and group incentives. Unl~;s we can point to some limiting 
factor operating now which accounts for lack of success in raising 
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productivity, and :;ay 'here's why we need a group incentive system', 
we are not likely to adopt one and make it function. It is the identi­
fication 0£ such a need that is the critical first step. A group incentive 
system is not a mechanical waLy of providing an incentive earnings 

opportunity. It marks a significant departure from the logic of 
individual incentive systems. 

The approach of Israeli managers to group incentive systems is 
conditioned by their familiarit~r with the individual incentives. It is 
made up of three ideas: 
- There is a fair incentive n~te already ; anything above this is a 

'giveaway'. 
- The kind of work that a m;:m does should ha\'C some bearing on 

determining how much he; deserves for an above-average per­
formance. 

- In any given class of work the same incentive amount should be 
paid only if the same increase in improvement is demanded from 
each individual getting the payment. 

These ideas create a stumbling-block for Israeli managers when 
they consider group inccnti\'e S~'Stems. At the root of C\'Cl) incentive 
plan there is a theory which explams why a given incentive was 

earned and why individuals d(:serve whatever part of that incentive 
each gets. This is disturbing if the system used to determine what a 
man deserves is not correlated with the system which determines 
what he earns. In the individo:al incentive plan, what a man has to 

do to deserve what he earns is plain: so many pieces in so much 
time. It can be specified and timed and remains constant. These 
aspects of individual incentives over the last twenty years have 

conditioned the mentalit)' of tc:io many Israeli managers and create 
problems for them in understanding and in applying group incentive 
systems where the required activity cannot be specified or timed, and 

is not always constant. 

GROUP INCENTIVES LEGITlllATIZE SoCl.AL FORCES 

The initial discovery came out of the Hawthorne Works studies 

directed by Elton Mayo, with whom one of the authors worked. The 
Hawthorne studies did for industrial relations what Galileo's demon-
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stralions from the Tower of Pisa did for physics, not because they 
were the first in time but because of !their scope. Employers discovered 
that their appeals to the self-interest of workers did not halt the 
unionization of their employees, or materially affect the course of 
subsequent union-management relations. 

Unionization created a veto pow~:r, one that could be used to put 
emotional considerations before the manager. It took the power that 
existed as an underground force and legitimatized it. But managers 
were slow to understand how to use: this emotional dynamic because 
the)' had been trained to suppress 1:heir emotions. They treated the 
raw energy that makes history as a kind of disease. They attempted 
to blunt its expres.5ion by drawing up contracts. They thought that 
the workers needed help to suppress 1their emotions: this bred a school 
of managers concerned with mental ]hygiene. They became scrupulous 
in observing the letter of the contract so as to weaken the expression 

of such emotions. 
But the vital fact about this discovery is that it radically alters the 

opportunity to improve efficiency. u;nder the older doctrine, this was 
limited to the material conditions of the work place and the fitting of 
a man to a job in an essentially mechanistic way. This was the 
efficiencr experts' tac;k in implementing individual incentives. The 
Hawthorne studies indicated not that this approach was not useful, 
but that for productivity improvem~mt il was incomplete, and might 
even be self-defeating. 

The development of Frederick TaLylor's work had charted the pro­
ductivity improvement as far as human resources were concerned. 
The Hawthorne studies indicated that this had covered only part of 
the territory. Subsequent work has been in the direction of developing 
more knowledge about additional territory. As a result, we understand 
more about the way individual in'centives function, and are in a 
position to influence the behaviour of individuals and groups of 

individuals who cannot be covered lby individual incentives. But this 
is so only if we can find an avenue for applying this knowledge. 

The artifical ceilings on output in factory after factory in Israel 

have been caused by the widespread use of norm and premium in­
centives on the measured work of individuals. A worker returns from 
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his periodic military service whe:re be has seen the need for maximum 
production, yet he systematicaIJ:y engages in restricted output on his 
machine. Is he engaged in self--deception or is the factory a closed 
society? He adjusts himself to the fact that he cannot produce at 
the machine's full capacity for the entire shift, because bis percentage 
premium earnings would far c..xceed the accepted 25 per cent to 35 
per cent level. Then he has a fight on his hands. His standards are at­
tacked as too loooe, and the end result is a cut in his measured rate 
per piece. He has to produce m1ore to cam the same. So he says, 'To 
hell with such insanity!'. He ~1egs production at a safe level. He 

dissociates his military from his civilian self. He docs it by pacing 
himself below his capability; or by finding excuses for not working 
part of the shift; or by creating avoidable machine breakdowns. The 
Israeli worker can produce as well as his countel)>art in the USA, if 
not excel him, because he alrea.dy excels him in the ingenious ways 
in which he pegs his output. The Israeli managers stand frustrated, 
as licked and beaten men in the face of the horrendous waste and 
under-utilization of the capital (:quipment entrusted to their manage­
ment. The human beings working in Israeli factories are also being 
wasted for at least one-fourth of their time, if not as much as one­
third or even more. 

Israeli industry is caught in a double trap. The men and women 
on the work bench and their immediate supervisors doubt if there 
is any real benefit to them in tumung out a larger output than they are 
now doing, even while acknowkdging this as a desirable social goal. 
Israeli managers are :infinitely 1more stubborn and much harder to 
make change their ways thani arc the supervisors and workers, 
hard-core as they are in their cionviction that it is not in their self­
interest to remove the pegs on output. As the managers, the Cabinet, 
the Histadrut, the H evrat Ovdim. and the Manufacturers' Asrociation 

preach that 'productivity must go up', frustrations over the trap into 
which they have fallen are relieved. But the men and women in the 

Israeli factories are unmoved. The human beings and the capital 
equipment that they man continue to produce substantially below 

their capabilities. 

There is a way out of the holding back of Israeli production. The 
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name of the game, in Peter Drucker's words, is 'to increase the pro­
portion of contributed value (added! value) retained as profit by 
improving the productivity of the organization's material and human 
resources.' Frederick W. Taylor, half a century earlier, could safely 
ignore the fact that gains in added value could come about also by 
success in raising prices, or in enlarging market shares, or from 
product changes. The additions to added value that Taylor saw came 
only from the contribution originating in one part of the internal 
economic sector. This approach has lc:ft the Israel Productivity Insti­
tute and Israel managers with the 1111cntal legacy that workers and 
supervisors can only make one kind c>f contribution to added value. 
They have no moral daim to a share of the contribution that comes 
from other sources. 

Israeli workers and supcrvi!;Qrs objetet to the conclusion that what 
they deserve is tied directly to what they can do within a narrow 
framework. Added value ??: man-noulr cannot be ilivorccd from the 
problem of dividing the gain where worker-supervisor cooperation 
with management productivity goals llJI the objective. Equally import­
ant, this division of the gain is to be ascertained not by scientific 
means or the use of the economist's model of a rational man, but by 
a process which endows the formula with a normal and psychological­

ly satisfying dimension. It needs to be felt as being just, as the 
product of progresfilve and not reactionary ideas. 

Not the ta.kc-home pay alone, but th1e proces.5 by which it is obtain­
ed becomes importanL The closer the ]process conforms to the ends of 
justice and equity in the larger society the better. The only alternative 
is the use of power to see if 'we could have got more.' 

Taylor did not fully comprehend the nature of the mental revolu­
tion which he envisaged ao; a prerequisite to the development of the 

full potential of organizations. It has to be concerned with the just 

djvision of the added value, not only its creation. 

The psychologist Maslow has pointed out the existence of a hier­

archy of .individual needs. He could have pointed out as well that 
there is also a hierarchy of needs on tl:11e social level. It is this progres­

sion from emphasis on swvival to tthe goal of better living that 
furnishes the dynamic drive that can then be harnessed. The task is 
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how to stimulate, not how to judge. Thus, any incentive based on 
apportioning results according to past performance leaves unused the 
powerful force of aspirations. 

When Israel managers and the leaders grasp th.is concept, then 
they will be able to free thenu;elves from the trap of pegged produc­
tion, under-utilization of human and material resources into which 
they have worked their strugglling country's industry. 

There are two sources of improvement that a proper incentive 
system generates. First, there iis the direct effect on the performance 
of the individual worker. Seco1ndly, there is the pressure on the super­
visor which leads him to make sure that machines and other equip­
ment are in good shape, and moves him to reduce the number of 
people in order to maintain the individual's chances of retaining 
the incentive earnings when the volume of work declines. 

In group incentive systems, the earnings of any one individual are 
affected by the level of produ1ctivity of others. Under individual in­
centive systems, management h.as little right to ask the man or woman 
to produce more than he or she wishes in the way of additional 
earnings. Joseph Scanlon's as&;>ciate, Frederick Lesieur, reports, 

"My foreman would walk past me two or three times and then 
get up enough nerve t<• come over and say, 'Fred, will you 
please go to work?' And my usual reply was, 'What do you 
mean, go to work? I'm beating the standard. It is my money 
that I'm fooling with. If I want to spend a half hour talking 
here, it's my business, not yours.' " 

Experience under group incentive systems shows that what manage­
ment cannot do can be done: by workers against another worker. 

For example, Fred would get hell from his fellow workers for 
robbing them of half an hetur's output, because Fred would be 
'fooling' with their money a.lsio. Group systems thus enable workers 
to put prcs.5ure on other workers in the name of their mutual self­

interest by use of their veto po1wer. The fact that, in a group system, 

output is not a private mattc:r also gives the supervisor a lever to 
apply not just to the average worker but in particular to the above­

average performer. The pressure on the foreman under individual 
incentive schemes came onJy from workers on direct production; 
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under group systems it comes from all the workers. By including the 
supervisor, there is additional pressur1e on him to improve his own 
performance. As everyone is judging everyone else and working on 
the basis of self-interest that has a social sanction, productivity rises. 

Workers can hardly be expected to generate pr~ure on their 
supervisors unless supervision affects the incentive level. Poor super­
vision can lead to aggressive criticism of management mistakes. Opera­
tion managers are often lukewam tc, group incentive systems that 
provide channels for such criticism. It would give union leaders ad­
ditional ammunition in their battle fQr an explanation of the causes 
of poor management performance. 

Most group incentive systems are built around the notion that 
productivity gains arc to be shared between all workers and employers. 
Such sharing eliminates the present difficwties in the measurement 
of individual productivity. In part it i:s intended to reduce the incre­
ment of 'undeserved' gain that might otherwise be distributed: but 
its main purpose is to promote cooperation. What management, in 
effect, is saying, is-'Wc know how t~> improve productivity but we 
cannot do so without your cooperati<>n. We are willing to pay for 
effective cooperation by sharing the gaWis that increased productivity 
will provide.' 

The worker can reply by saying: 'How can you expect cooperation 
when you are losing us money by wha,t you do or don't do?' A basic 
requirement for effective participation in productivity is an agree­
ment on what needs to be done to improve it. This depends upon 
whether workers and managers will sec the same obstacles. The 
worker, because of his position, is apt t10 be aware of both the material 
and the non-material factors. He is also aware that pockets of veto 
power exist in the work force and tha.t the strength of these must be 
weakened before significant changes i.n attitude can take place. 

When the workers are pushed to discover and price managerial 
errors, programmes for increasing wo1·ker participation may produce 

effects that are most trying for managers. In such an atmosphere 
unions run no risk in agreeing to cooperate. They can counter any 

criticism of the degree of cooperation which they provide by taking 
advantage of management's exposure. They can divert attention by 
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attacking management perf onnancc in the VCI") areas that manage­
ment has designated as being the source of productivity improvement, 
namely, efficient performance .. Hence the best level of cooperation, 
if such managerial nightmares are to be avoided, turns out to be 
no more than a tacit und~1tanding that the union's veto power 
will not be used. The unioI11 officials cannot help, but they can 
interfere. This is no handicap if managers recognize that what they 
need is the cooperation not of the union as an institution, but rather 
of the members of that institu1tion in their role as workers. And this 
is obtained through the constructive use of their veto power, not by 

its elimination. 
Producti\'ity impro\'cmcnts 1can come either from increased effort 

on the part of the workers or from changes in method. When they 
have the option, workers will 1concentratc on the gains to come from 
such changes. In the past, workers have not been able to get around 
the limited power o£ thr.ir foremen to make changes a.ff ccting working 
methods and conwtioru;. Prodiuctivity committees provide an avenue 
for pursuing such objectives at a higher level in the organization. The 

desire to promote COORCration brings about changes that make work 
easier or pleasanter for the woirker. As long as productivity rises, each 
success tends to reinforce the dlrivc in this direction. 

In 1971 we consulted with bne of Israel's largest employers operat­
ing several plants. The mao;~ger has resisted for twenty years the 
introduction of the Israeli t;rpe of individual incentives. But his 
operations cry out for incentives. As be is not burdened \\-ith norms 
and premium<> for his direct factory-floor workers, he is f rcc to act. 
We were disturbed by the fact that his operation managers were not 
prepared for the invoh-emenl required b) a group incentive system. 

Nor were they knowledgeable about the role of social forces in 
creating greater productivity. Yet we recommended that such a 
system be installed in one or two of the plants. W c were confident 

that the hard-driving, pragmatic manufacturing vice-president in 
charge would get involved as he saw with his own C}CS (not ours) 
the kind of daily action neede:d for success. 

In 1969 one of us !;pent ~:veral days interviewing workers, their 
committeemen, their supervisc1rs and operation managers in a large 
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Israel processing plant. As the measurement of direct labour output 
was difficult, if not impos&ble, it had never had norms and premiums. 
A group system had been installed without any concept of what was 
involved or what kind of management involvement was required. 

The late Prime Minister Levi Eshkol died while one of us was there: 
he and his successors bave outlawed group incentives. They have 
denied the incentive-oriented tax treatment under group incentive 
schemes that they give to workers eaming norms and premiums. 
This legislation must be repealed. 

Treasury officials cannot expect thlat lsrad will achieve these 

national productivity goals by pegged--output norm and premium 
plans. The same incentive-creating tax 1;reatment for group incentive 
systems could increase production by 251 to 35 per cent, if not more. 
This can be done with the same work force, additional workers being 
hard to find. It can also be done with the existing capital equipment 
on which the country is paying millions of hard currency in interest 
for Israd bonds and other loans taken to buy plant and equipment. 

Until this problem is resolved, facto1y managers will have to use 
group incentive systems which exclud1e the worker on individual 

incentives, treating that worker as if he:; were an outside supplier of 
services in the group incentive accounting system. This is similar to 
the kind of approach used by the Kai$Cr Steel organization in the 
USA when it introduced a group incemtive system. That this may 
introduce a divisive element in the union is a risk that will have 
to be taken simply because of the dead hand of the past. Its force 
can be weakened by including provision for transferring workers 
covered by the individual incentive to the broader group system 
where they can earn more. 

Norm and premium plans block the in1troduction of group incentive 
systems; but they can be circumvented. The solution is for the Israel 
manager to persuade the minority on individual incentives to abandon 

them in favour of a group incentive system embracing everyone. But 
this will be the rare factory. 

The other road is to keep the norm and premium plans for those 
on the factory floor working under them while installing group 
incentive systems for e,·eryone else. When the group system pays 

107 



Harold j. Rullctibcrg and Edward Wisnewsky 

more than the individual incentive plan, the nonns and premiums 
will be collapsed into the group system. This is obviously a com­
promise; but it unties the factory manager's hands and enables him 
to get around the norm and premium plan. 

CONCLUSION 

Israel factol) managers have no choice but to adopt group 
incentive systems. They mw1t act on the premises that the policy of 
the Treasury and the K ness1~l (Legislature ) will change. 

The Government of Isn1el took a bold step in promoting the 
adoption of modern industrial engineering techniques, and encourag­
ing training in them. They secured the acceptance of working on 
incenti\les and reauced haggling over the setting of rates. This was 
accomplished by providing ltax benefits for earnings under approved 
norm and premium plans. 

It is now time for a SCC4:>nd bold step. The Government should 
say, "If the workers' commlittce and the management of any plant 
come up with a realiStic lP,lan for improving the total economic 
performance of their enterp1risc, we will approve ta.x benefits for the 
distribution of gains up to lil certain percentage of existing wages.'' 

This is based on the ~umption that social forces can be fully 
released only by the members of the organization, and that this can 
be done only through voluriltary action. No one programme can be 
applied to all industrial entcirprises; each has its own history, re.fleeted 
in the attitudes and predispositions of its work force. It is this hi.story 
which determines all that n1eeds to be done and in what order. 

It is not enough to increase productivity only by better industrial 
engineering. Increased productivity has to be achieved, not only 

to avoid a decline in the number of jobs but also to reach other 
objectives. Thls requires a management capable of aggr~ve market­

ing, and the development 1:>f a sales staff that can turn improved 
plant productivity into a competitive advantage at home and abroad. 
It is this correlation of productivity with marketing which makes 
worker participation in management a practical goal, and indicates 
that improved plant produc:tivity is not just an end in itself. 
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