'y

- =
[———]

INDUSTRY AND COMMUNITY

eIkl siesiesietesic

A pilot study of community relations of loccal
telephone companies and other businesses.

s
i
3¢
2
37
i
5¢

i
3
ks

‘
¢
KX

7%

)
ey
3

3¢
3

3
kel

4]
g

lenlostinloslonionts alonfantoatonls oty

P A AL A A YAV CTIRT AR Y SR VA VTR VI YR VRV VIR VR VRV 3
LA Tt e T Dt My R e S RO A A L T i Tar T art ol

o

Conducted for the

AMERICAN TELEFHONE AND TELEGRAPH COMPANY
NEW YORK, NEW YORK

LIBRARY
NATIONAL OPINION RESEARCH CENTER
» University of Chicago

FILE COPY

HATIONAL OPINION RESEARCH CENTER

University of Chicago

Report No, 6l : October, 1957



KATIONAL OPINION RESEARCH CENTER

University of Chicago

Clyde W. Hart, Director

Responsible for this study

Peter H, Rossi

Senior Study Director

with

James A, Davis

‘Associate Study Director



ii

TARLE OF CONTENTS

Page

LIST OF TABIES . . . . + . . . . . . . o e s .« . o« W v

Chapter

I. INTRODUCTION . . . St e e e e e e e e e e e e . 1

A.  An Overview of the Mediana Stady « v v Ld e e e e e . 1

B, A Summary of Major Findings . . . .., , ., . ... ... .. . 2

II. THE DESIGN OF THE MEDIANA STUDY . . .. L L. L., e e e e, L

A. The Selection of Mediana . . . . S 1

B, The Selection of Respondents . . ., ., . . e v e e e e e e <. 12

C. The Interviewing . . . . . . . . T T T S I |

D. Evaluation . . ... ,- . ... A 1

Iil. THE NATURE OF COMMUNITY PARTICTPATION IN MEDIANA . . . . . 1

IV, WHY DO THEY DO IT? . . . . . . T T 2 1

A. The Role of Company Policy . . . . . T X
B. Rationales for Communi ty Participation ., . . . . . . « .. 23
C. A Functional Analysis of Community Participation . . . . . . . 29
V. LEADERSHIP AND PARTICIPATION C e e e e e . Sl e e e e e e .. 32

VI. COMMUNITY EXPECTATIONS OF BUSINESS ENTERPRISES: WHAT IS BXPECTED :
BY WHOM FROM WHOM? . . . , . . . . . Tt s e s e 44 s e .., 35

A, VWhat Is Expected by the Professional Community Leader ., . . . 35
B. Business Community Expectations . . L T TS 1) |
C. Expectations Held by the General Public T 17

VII. THE IMAGES OF MEDIANA BELL .« e T T

A, The Business Community Image of Mediana Bell . . . e e L6
B. The Popular Image of Mediana Bell . R 1T

VIII. THE PRESTIGE FOSITIONS OF BUSINESS EMTERPRISES . . . . . . . . - . 50

A, The Business Community Rank Order of Fims . . ... ..... 5
B. The Popular Rank Order of Firms . c e e e e v s i i i i ., 53



Table
I1.1.

VI.1.

VI.2.

VI.3.
VIIT.1.
VIIT.2.

VIII.3.

iv
LIST OF TABLES

Selected Characteristics of Mediana City

- s » L T S ¢ e e .

Per Capite Corporate and Employee Contributions +to the United
Fund in Mediana: 1957 . . . . .

A ¢ o o

General Population Sample Expectations of Business Enterprises
in General . . . . .. . . .

* e o P Tt v s s e 4 4 e e . .

General Population Sample Expectations of Public Utilities

" . o

Number of Times Firms Were Not Rateg by General Population Sample

General Population Ratings of Firms ..

e . T

Frequency of Mention of Firms as Having Contributed Most to
Mediana . . . . . ... .,

» e D T * ¢ o

Page

38

L3
L
55

. 56

57



I. INTRODUCTION

A, An Overview of the Mediana Study

This is a report on the findings of a pilot study of the relationships
between business enterprises and local communities. Although primarily con-
cerned with the telephone company, this company is viewed in a perspective
supplied by contrasting it with a variety of other enterprises.

A small mid-West city, here given the pseudonym "Mediana," provided the
commnity setting for the study. Within Mediana, we were concerned with four
groups: managers and owners of Mediana's businesses, the general publie, com-
mmnity leaders, and persons on the local managerial levels of the telephone
company. Our findings are based primarily on intensive interviews with repre-~
sentatives from these four groups.

As a pilot study, our research in Mediana was primarily concerned with
the exploration of a new content area: the location of significant variables
affecting business—community'relationships, the devising of methods for the
measurement of such variables, and generally the working out of a strategy for
definitive research on this topic., At the same time, a pilot study always pro-
duces substantive findings, sometimes of considerable interest. We hope that
this is the case with this pilot study as well, although it must be bore in
mind that generalizations going beyond the community of Mediana, and the hand-
ful of people we interviewed there, cannot be justified scientifically.

The primary concern of the Mediana study was to see whether data could
be gathered which would answer the following questions:

What are the community relations policies of wvarious busi-
ness enterprises,and how are these policies related to the
functioning of the businesses in guestion?

What are the expectations held by various segments of the
community concerning the roles to be prlayed by businesses
and their persomnel in cormuni ty 1ife? -

What are the motivations for participating in community
life, both for business institutions and for the managers
of business enterprises?

How does the participation of a business in the life of
the community contribute to its reputation in the eyes
of various parts of that community?
How does the telephone company compare in these respects
to other enterprises?

Although the findings of our study are given in greater detail in the
body of this report, it is often useful to have a brief summary of the major
findings in mind as one reads the more detailed presentation. The next fey
pages contain such a summary. If the reader desires to know the grounds for
any of these statements, he will find a more detailed presentation later on
in the report,

-1-
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B. A Summary of Major Findings

In Mediana, community participation was defined by members of
the business community and community leaders as contributions
of money and time to the Chamber of Commerce, United Fund,
"Citizens Committees," Service Clubs, and the Country Club.
Central activities were the Chamber and Service Clubs.

A1l the major companies in Liediana had policies which en-
couraged their managerial personnel to prarticipate in one
or another of the central activities defined as community
participation. '

Leadership in the community organizations came primarily
from two sources--the managers of large absentee-oured
companies,and from among smaller businessmen who were local
in origin. The outsiders achievedAleadership through the
weight of their organizations, while the locals achieved
leadership through their personal reputations and abilities,

A number of rationales were offered by businessmen for their
participation. All expressed a desire to improve the level
of living in Mediara, In addition, many stressed that par-
ticipation improved the morale of their workers, or built
up a better public acceptance of their companies. Few
could point to immediate dollars-and-cents benefits to

their companies from their participation policies,

Examining the total system of participation from a socio-
logical viewpoint, the System was seen as performing the
following social functions;

a8, providing an organizational framework for the develop-
ment of a social life within the business communi ty;

b. providing a link between locals with popular appezl
and outsiders with economic resources;

€. providing for access of businessmen to each other and
to the community leaders; and

d. providing means for allocating prestige among business-
men and firms which were not competitive to each other.

The expectations held of business firms varied according to -«
the segment of the community considered. Among businessmen

and conmunity leaders, a business firm was expected to con-
tribute money and manpower to the civic organizations and
community projects, Among the general public, interest was
heaviest in the wage and labor policies of the company: a
business being seen as having the obligation to provide

reasonable wages, steady employment, and pleasant working
conditions.

Utilities were seen by the general public as owing the
additional obligations to provide good service at reason-
able rates. In Mediana, most agreed that the telephone
company was presently living up to these expectations,
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8. The image of the local Bell Telephone Company among
businessmen was one of a relatively small firm which
"went along" with what the rest of the business com-
munity was interestedin, staffed by high caliber, but
somewhat stuffy personnel. In addition, it was seen
as a very "rationain organization, somewhat overly
bureaucratic in flavor. Among the general population,
the image was somewhat more favorable, although here,
too, the local phone tompany was seen as very small in
size. The general public saw the phone company as
efficient, a good place to work, which hired high
caliber personnel.

9. Finally, we investigated the factors which go into the
reputation of a firm. Among businessmen, the major
factor seemed to be how "cooperative" was the fimm in
participating in the central community activities of
Mediana, Here Mediana Bell was rated a "little above
average," but not as one of the most important firms
in that group. Among the general public, firms were
considered morec by their employment policy than acccrd-
ing to their participation, a criterion which gave Bell
a higher place in public regard.

In addition, we attempt to set forth what we believe to be some of the
implications of these findings for the participation policies of the telephone
company. Some of the recommendations we make are as follows:

1. We suggest that the telephone company pay more attention
to the symbolic character of its physical plant and
attempt to maximize its perceived size by more central
locations for its business office.

2. We suggest that the local managers try to correct the
impression of powerlessness which they give by empha-
sizing their authority rather than their subordinate
position in the company.

3. Finally, we advocate a participation policy with the
appearance of greater spontaneity, Suggesting, in
addition, that the local telephone company attempt
to "specialize" in prarticipation in what are per~
celved by the general public as the important prob-
lems of the communi ty.



II. THE DESIGN OF THE MEDIANA STUDY

To design a study means to pick a strategy for obtaining observations which
will most nearly fulfill the purposes of the study within the limitations imposed
by time and budget. Our purpose was to explore an area of research, Hence, a
strategy of considerable flexibility was called for. Since time and budget re-
stricted the total operation to but a few months!' duration, we had to concentrate
our efforts; hence the decision to study a single community and to ignore un-
doubtedly large variations among different cities and towns.

Beyond the devising of the overall strategy, a number of additional deci-
sions had to be made--the form and type of interviewing, the selection of a sample
and its size, and so on. Finally, while in the field, modifications were intro-
duced in order to take advantage of what appeared to be unusual opportunities,

The purpose of this section of the report is to present a somewhat detailed
rationale for the strategy and tactics of the Mediana study as they were finally
worked out. In the course of doing so, we will also present a description of

Mediana which will serve as a background introduction to the substantive portions
of the report which follow,

A, The Selection of Medians

No one community can be typical., Each has its idiosyncratic features,
products of an unique history, a distinctive population composition and a differ-
ent relationship to its enviromment. Given these considerations, the best strat-
egy to employ in selecting a community seemed to be %o choose one which did-not
have obvious gross, atypical characteristics. With this in mind, the following
negative criteria were applied: :

1. The community should not be dominated by a single economic enterprise.

2+ It should not show an excessive growth or decline either in size or
economic well-being.

3. It should neither be an excellent nor a poor city as far as telephone
service was concerned, as determined by various indices.

In addition, time and budget considerations dictated the following positive
criteria:

L. Tt should be within the L0-75,000 size class and within reasonable
travel distance of Chicago. ' :

5. It should be a city in which there were both a district headquarters
and a local exchange, so that sufficient telephone company personnel
on the management level would be available for study.

Following these criteria, Mediana was selected out of a range of possibili-
ties. How well this city fulfills the criteria set down can be Judged by the
reader by glancing quickly over the information contained in Table IT.1. As these
statistics indicate, Mediana is primarily a manufacturing community, considerably
diversified in the types of products produced by its factories.

<l
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TABLE II.1

SELECTED CHARACTERISTICS OF MEDTANA CITY

Population: (1950 Census)

Population Size --  L0,500 (est, 1957:
Increase 1940-1950 8.0%

Non-white 6.0%

Median age 31.h years

Median years of education

(persons 25 and over) 9.2 years

Household Income:

-Median family income (1949)

Employmente

Workers in manufacturing L0.2%

Workers in trade 22.8%

$3,06L (est.

Number of workers in principal industries

Electrical equipment (2 major firms)

Ceramic tile (1 major firm)
Glass (1 major firm)
Iron and steel (2 major firms)

Lk, 000)

1957:  $5,390)

2,lal
2,350
2,300
1,170

Telephone Indices: (based on 330 interviews, Spring 1957)

State

Mediana

Company service . . . 91.7%
Company attitude . . 70.8%
Attitude toward costs 72,0%

Proportion who know
employees . . ., . . 33.0%

Number of telephone
employees in
Mediana . .. . ., . ...

Dial cutover occurred in 1950

95.5%
73.0%
72,0%

33.0%

315
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Concerning those aspects of community life which do not reflect themselves
in the volumes of the U, S, Census, Mediana shows the following characteristicss:

1. Political Structure:

Mediana has at the present time a council-mayor form of government elected
under non-partisan electoral rules. The present composition of the six man city
council is predominantly small retail business, local in origin., Within a short
period of time Mediana will shift to the city manager form of government, a move
successfully sponsored by the business community in its many organized forms,

Medianians are not very active politically, if the proportions showing up
at the polls are any indication. In the 1956 presidential campaign, 63 per cent,
in the 1955 local election, Ll per cent, and in a 195); gubernatorial election,

L9 per cent, respectively, showed up at the polls to cast their votes,

The Mediana political climate is heavily Republican. The county, of which
Mediana represents almost half, cast 70 per cent of its votes for Eisenhower in
1956. In 1948 the Republican candidate for President, Thomas E. Dewey, received
Sl per cent of the county vote., In the last four gubernatorial elections Medianag
County gave majorities to all the Republican candidates, rising as high as 63 per
cent in 1956, Locally, the Democrats elected a mayoralty candidate in 1953 fop

the first time in 16 years, barely squeaking through, however, with 51 per cent
of the vote,

While far from being as well organized as the so-called political "machines"
of the large urban centers, Mediana's political parties are perhaps better organ-~
ized than in other cities of similar size. The Republican Party has its enduring
organizational form in the Republican Club, a lively group which meets regularly
in a loft office off Main Street. Tt is presently headed by the owner of a small
printing establishment and its powerful executive committee is composed primarily
of small businessmen with a scattering of lawyers. The Republican Glub orients -
itself to Mediana County as a whole, rather than Just to Mediana City, regulating
the nomination of candidates for all offices within the county and the flow of
patronage that results from success. The Republican Party in Medlana.is prosperous:

patronage and the financial help of industry being both good, steady sources of
income, . VL

In the past, Republican Party internal politics wag apparently a series of
running battles among sets of warring factions. Although some twenty-five years
have passed since a local "boss" was overthrown, persons active in political life
still referred back to the days when the "Brown gang" ran the Party and Medians
with one iron hand and the other allegedly in the public till., At present, how-

ever, while there is some opposition to the ruling group within the Party, inter-
nal strife is definitely at ebb.

Because the Democrats have been in a sort of ‘permanent opposition both in
Mediana City and County, the organization of the Democratic Party is weaker as
far as numbers are concerned, although perhaps stronger organizationally, The
acknowledged head of the FParty in Mediana is a prominent lawyer who, with his
brother, runs a law firm whose business is, surprisingly, "big city" in scope.,
Tollhouse runs the Party as a sort of latterday "rotten borough," achieving his
control over the party through his heavy financial contributions and using this
control as a powerful lever on community life. Control over the Democratic Party
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throughout the many years of national and state Democratic administrations meant
control over access to the higher levels of state and federal government and the
ability to channel patronage in the area.

We were unable to discern what were the mass bases of the two parties in
Mediana. Election statistics were not detailed enough to make analyses of the
geographic distributions of the vote, nor were respondents able to articulate
vhether class or ethnicity or some combination were at the heart of the differ-
ences between Republican and Democratic voters.

One outstanding characteristic needs to be noted concerning the pursuit of
political goals in ilediana. Those who are organizationally involved in politics
are primarily locally born and reared. This is a sphere run by the "locals.”

(More about this group will be given later on.) No one of the "outsiders" (roughly
defined as recent arrivals) is prominent in Mediana's political parties, This is
an activity, consequently, which is left primarily to the lawyers and small busi-
nessmen., Indeed, as we will see later on, the political sphere is shunned by busi-
nessmen from the industrial firms as an area fraught with considerable danger,

Aside from minor peccadilloes s local govermment in Mediana is rather free
from sin. While it is possible to gamble and place bets, and perhaps "fix" traffic
tickets, open gambling, organized prostitution, wholesale raids on the public treas-
ury and most of the other major political sins are apparently absent. Medians is

% a "clean city" at present, or so the majority of our respondents believe.

2, Community Life:

One cannot help but be impressed by the vigor and strength of the community
organizations in Mediana. As one approaches the town on the main highway a small
forest of signs amnounces meeting places and times of more than eight service
clubs. In addition, the heads of two national fraternal societies make their homes
in Medina, testifying to the vigor of the totemic animal organizations in the town.

The Chamber of Commerce likewise shows a considerable vigor with 850 members,
a young professional manager of considerable vitality, and an impressively luxuri-
ous headquarters, The city's Junior Chamber of Commerce, recently founded, shows
a similar, if not greater, activity. The Jaycees have contributed the basic man-
power for a number of "projects" which have, according to general opinion, raised
the level of living in Mediana.

According to some informants, civic life in Mediana has shown a recent gain
in pace and success. They point to a nunber of successfully completed civie pro-
Jects as evidence: three successful school bond referenda have given Mediana a
- very handsome modern high school and refurbished its outmoded educational plant;

a drive to change the city charter will bring in a city-manager form of govermment
within a few months; bond issues were passed which will be used to modernize the
water supply system and install a sewage disposal system; and, two fund drives
raised more than four million dollars to double the capacities of the two voluntary
hospitals., These recent successes » aided undoubtedly by the skillful pleading of
the aggressive manager of the Chamber, have earned for Mediana a highly publicized
award from a national magazine.

It is hard to say whether these successes actually represent a recent surge
in civic spirit. Success in the bond issue drives meant, literally, putting across
referenda which in the past had failed by only one or two percentage points. In
addition, Mediana has apparently always had a fairly successful set of civic organs
izations,and similar successes dot its history throughout the twenties and thirties,
Whether its alleged recent growth is fact or myth, however, does not detract from
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its present status: civic life in lMediana is quick, perhaps more so than in
similar cities of its size.

Although Mediana was not chosen with the high level of its civic life in
view, this turned out to be a useful occurrence. With a vigorous civic life, this
area of community structure was much in the minds of some residents as we inter-

viewed them, Perhaps expectations are more crystalized and clearer here than in
some communities wherein civic life is less quick.,

3. Mediana's Social Structure:

The outstanding social structural feature of Mediana is the absence of en-
during group conflicts. It is hard to discern any aligmment of the population
into groups which are presently contending with each other in the public arena.

This is not to say that there are no fault lines in the city's social struc-
ture which might at some point give rise to confiict. These potential points of
cleavage do exist and some of the strains they generate do show from time to time.

However, at present, these strains have not vet (and may never) taken on an organi-
zatlonal form. : )

Political strife, for example, is presently at a low energy level. Interne-
cine struggles occur within the Republican Party, but these do not concern persons
outside the inner circles. Each local city election apparently involves ad hoc
groups of contestants with little continuity of struggle from election to election.

Religion, which forms the basis for serious cleavages in many of our larger
urban centers, hardly plays a role in Mediana,despite the presence of a large
Catholic*® contingent, estimated at roughly between twenty and twenty-five per cent.
Some degree of "gentlemanly" anti-Semitism exists, but the proportion of Jews in
Mediana is too small to make this group a significant minority.

Although six per cent of the population are Negroes, little in the way of
open race conflict exists. Mediana Negroes are not militant, nor are whites hell-
bent on maintaining a lily-white segregation policy. Through the gradualist tac-
tics of an inter-racial Council on Human Rights, the once firm color line typical
of the Mediana area is gradually being penetrated.

Mediana's major fault line is the division of the population into social
classes. The industrial character of the city,plus its function as the market
. place for a rural and small town hinterland,divides its population into three major
. social groups: a "working class" composed primarily of the workers in industrial
" plants; a "merchant" group, composed of the owners and managers of small retail and
service establishments; and a "managers'" group, those who run the larger indus-
trial plants. Together, the last two constitute what we have called the "business
community, " a relatively cohesive and extensively organized group.

These class fault lines manifest themselves at present primarily as identi-
fications. Thus the industrial workers refer to themselves as "labor," while

*It has been suggested that the migration of Catholics to the smaller urban
places in the American hinterland was primerily an individual rather than a social
movement. Hence, such Catholics were less cohesive in the places wherc they set-

tled, since migration meant for each a lower degree of identification with nation-
ality and church.
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members of the business community refer to themselves as "business.,m (The term
"labor" does not necessarily mean "organized labor.") The significance of these
class divisions lies more in their potential rather than in their present bearing
for public life in Mediana. At present the city is firmly in the hands of the
business community, who, without conspiring to do so, furnish the manpower and the
ideas for the administration of community institutions. (We should also add that
for the large part, particularly the voluntary welfare organizations, the business
community also foots the bill.)

The only dissenting challenge to the present pattern of business control
comes from the Taxpapers! League, an "offbeat! note in an otherwise harmonious
concert. The Taxpayers! League, as far as we could find out, consists of a small
handful of dissidents and is officered by men "who are just nobody" (as one respond-
ent put it), a retired printer, retired carpenter, and the owner of a small corner
grocery, The League exists way on the outside of the business community, and al-
though every businessman respondent knew of the League by name, no one knew any of
the leaders personally.

The League enters a dissenting voice on virtually all of the projects which
are the proud accomplishments of the business community and the community leaders.
It opposed the bond issues, charter revision, accuses community leaders of drag-
ging their feet on industrial development, and generally sees Mediana as controlled
by the business community--colorfully referred to as the "bloodsuckers"--for its
own narrow interests. The Chamber is the executive cormittee of the business com-
munity and is one of the prime targets for their attacks. Both interviewers pres-
ent at a group interview with the Taxpayers! League leaders felt that there was a
definite paranoid flavor to their view of the community although it must be ad-
mitted that they somehow managed to hit on themes of dissent which have some ele-
ments of appearing to be true. ‘

Despite the lack of popular support. for the League's point of view--as evi-
denced by the poor showing of its leaders in the last election for City Council--
the views of the League get considerable publicity. They are colorful men and
their colorful statements make news. At times they have managed to hold up conm-
munity projects through "taxpayer suits." The commmity leaders are somewhat in
awe of the League, definitely unsure of how to handle arguments they present, and
somewhat afraid both of the leaders as individuals and of the possibility that the
League may sometime hit a note of dissént which will strike popular fancy.

Within the merchants and managers who form the business community, an impor-
tant distinction must be made between the M"locals" and the "outsiders," terms which
we have devised to cover respectively those who have been in Mediana long enough
to be accepted as a native and to act like one, and those who have so recently ar-
rived as to be still regarded as newcomers and to regard themselves as such.
Roughly, a "local" is someone who has been born in the community, migrated to it at
a very young age, or has lived there as an adult for two or more decades. If a
migrant to Mediana, his arrival, preferably, should not have been in connection -
with his present job. In contrast, an "outsider" is one who has moved into Mediana
primarily because his job carried him there and who has lived in Mediana for less
than a decade. This distinction must be applied somewhat loosely, especially to
those who have been in the community for some time.

The merchants are largely locals and the managers, largely outsiders. The
industrial workers are also largely local, Although there is no sense of hostil-
ity between locals and outsiders, perhaps the suspicion of strangers being somewhat
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balanced by their greater economic standing, there is a division of labor of a
fairly complex sort between the two groups in the management of community affairs.
Few, if any, outsiders are active publicly in politics, while the major spark for
some of the voluntary associations comes from the outsiders. The details of this
division of labor and its functions for the smooth working of eivie life will be
given later on in this report,

he HMediana's Economic Structure:

Mediana's income comes from two major sources: manufacturing, and trade and
services Twowfifths of its labor force of 16,000 are engaged in manufacturing,
another one-fifth are engaged in wholesale or retail trade, and the remainder are
in the miscellaneous service occupations,

Although close to fifty industrial firms are listed in the directory of the
Chamber of Gommerce, the largest dozen employ the bulk of the industrial workers.

These are listed below, with pseudonyms, to facilitate reference throughout this re-
port:

American Ceramics: This company employs approximately 1,500
employees and manufactures ceramic products., It was founded
locally and is presently owned by local families. Mediana is
the home office for this firm which has branch factories
throughout the country,

Midwest Electrical Company: This is a branch factory employ-
ing about 1,400 and manufacturing small electrical component
parts for the radio and television industry. A large propor-
tion of its employees are women assembly line workers.

Smith-Jones Glass Company: This firm is a subsidiary of a
large container manufacturing company (reeently acquired)

hiring 1,800 employees and manufacturing glass containers
of a wide variety.

Ajax Steel Company: This is a branch factory producing
speclalty steel for the electrical industry. Ajax has been
in Mediana for more than fifty years and employs about 800
mene It is perhaps the best paying industry in the community.
One of our respondents, a skilled worker, earned $12,500 work-
for Ajax last year,) '

Power Parts Company: This firm is a branch factory enploying
- about 900 persons engaged in the manufacture of heavy electri-

cal equipment for power companies, Power Parts came to Mediana
during World War II.

Farm Equipment Company: This is a branch factory employing
240 employees in the manufacture of farm machinery.

Indian Pottery Company: This is a locally owned and con-
trolled firm manufacturing speeialty pottery primarily for
the retail market. It employees 189 employees, mostly wcmen,

Metal Tools Company: This is a branch factory of a very
prominent national manufacturer of steel tools, employing
320 employees.,

Mediana Packing Comany: This is a meat packing firm employ-
ing 350 employees ouned by an individual living in the nearby
capital city,

YMediana Boiler Company: This is a branch factory employing
325 employees, manufacturing industrial boilers.
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The three public utility companies in Mediana are as follows:

Mediana Bell: Mediana is both a district headquarters
and the headquarters for a local exchange serving Mediana
and the surrounding area. There are 315 employees working

for the telephone company in the district headguarters and
in the local exchange.

Mediana Power Company: This is also a district and local
headquarters, employing about 100 persons,

Mediana Gas Company: Mediana is also a district and local

headquarters for the gas company, which employs 67 persons
in Mediana.

In addition, a number of smaller manufacturing plants are located in the
town, Some of the prominent national firms maintain warehousing facilities for
the distribution of their products throughout the Mediana area.

Although the bulk of the retail establishments in Hediana are small stores,

there are a few that are large enough to warrant special attention in this report.
These are listed below:

H. Xlein & Sons: a locally owned men's wear store on Main
Street.

Kresges: a branch of the national chain.

Sears, Roebuck & Co.: a branch store with heavy hinterland
trade.

Montgomery Ward & Co.: a branch store.

Smith Brothers: a locally owned general department store,

In addition, the large midwest food chains each have a store in Medianas

Krogers, A & P, National Food Stores, and so on.

Despite the picture of industrial diversification, Mediana is not presently

a booming city. As late as 1956 Mediana County was a "labor surplus" area,indi-
cating a higher-than-average level of unemployment. Even today's picture of di-
versification is of fairly recent origin. As late as 191;0,Mediana was still in
the throes of the Depression, caused locally by the failure of pottery and glass
manufacturers, the two main payrolls in those days. Mediana did not make a come-
back after the general depression of the 1930's until the War brought some war
plants into town. Those firms which remained on after the end of World War IT
now furnish a good proportion of the total payroll of Mediana.

There were several reasons advanced by our respondents for the belated
participation of Mediana in business boom of the War and its aftermath. So inter-
twined are the strains of myth and fact that it would be beyond our competence to
pinpoint the "real" reasons. Almost all respondents subscribe to the same view of
the recent past. When Mediana was primarily a pottery and glass town, say the
respondents, these industries held up the influx of new firms for fear of compe-
tition for workers with higher paying industries. Some, agreeing with the Tax-
payers!' League, believe that the industries presently in Mediana are preventing
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the arrival of new industry in the contemporary period. Others point to the City's
uncongenial topography, in which good plant sites are reputedly rare, All agree
that the nearby cities have been much more successful than Mediana in atiracting
and holding new industry.

The acquisition of new industries is perhaps the major local problem which
is shared by all members of the community. Our interviews with the general public,
with community leaders, and with members of the business community all point to
"industrial development" as the central social problem of Mediana. While there is
sharp disagreement concerning why this problem exists and concerning the various
solutions being attempted, all feel that the attraction of new industry to Medizna
would substantially improve its level of living,

The preceding Pages provide a thumbnail sketch of Mediana as we saw the touwn
through the eyes of our respondents and through such documentary materials as we
were able to collect. The reader may match this portrait with his knowledge of
other cities and judge for himself how typical or atypical is Mediana of the large
number of middle sized American cities.

B. The Selection of Retpondents

Our major concern was to study both the commurrity participation policies
of a number of business enterprises and the expectations held of business on the
part of community leaders and the general population. Special emphasis was to be

placed on the telephone company personnel seen particularly in comparison with
other business enterprises.

To carry out this plan,we designed the following sample: Given the short
period of time allotted to the field work, we felt that a total of 60 interviews
couid be obtained within Mediana,divided among four significant groups in the
population along the following lines:

1. Fifteen "community leaders" to be selected from within local govern-
ment and important civic organizations of Mediana.

2. Fifteen managers or owners of business enterprises, selected so as
to represent a spread of types of businesses, the public utilities,
commercial organizations, and industrial plants,

3. TFifteen telephone company employees,selected to represent a spread
of telephone employees on the supervisory level, containing persons
from the plant and traffic as well as the commercial departments,

Lh. TFifteen members of the general public, selected according to some
kind of random sampling procedure.

Pull details of the persons selected and interviewed are given in Appendix
A to this report. :

In the field, the original sampling plan was modified in part to take ad-
vantage of unanticipated opportunities that presented themselves and in part to
provide greater comparability between telephone company personnel and that of
other business enterprises, In the end,we interviewed fewer telephone employees
(12 instead of 15), more business managers (17 instead of 15), and more community
leaders (16 instead of 15), The changes made were all designed to improve repre-
sentation in the sample from important segments of the community.
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C. The Interviewing

Because this was to be an exploratory study, unstructured interviews were
made with all but those in the general population sub-sample, After a small
number of initial interviews in which both field workers participated, an inter-
view guide was developed specifying the topics to be covered in each subsequent
interview. The topical outline which was the guide for these interviews is shown
in Appendix B, Using their discretion, the field workers departed frequently and
often heavily from the guide, endeavoring to pick up information and attitudes
which would aid in the interpretation of responses,

Respondents other than in the general population sample were contacted and
appointments made by phone. No prospective respondent refused to be interviewed,

although two did postpone interviewing repeatedly until the field work period ex-
pired.

Most respondents were interviewed at their places of business. The short-
est interview lasted half an hour, and the longest ran for four hours, the average
being about an hour and a half, Most respondents became guite involved in the
interviewing process, and although many had indicated that they had only a limited
amount of time to give us, they usually ran far over this allotted perilod,

Perhaps one or two respondents were congsiderably less than candid and frank
with the field workers., Most were seemingly guite open in talking about the com-
munity, themselves, and their organizations. The interviewers tcok rough notes
of the interview, from which they dictated a summary reconstruction of the inter-
view (usually the same day). Stenographers transcribed these swmmaries from dic-
tating machines and the transcripts were coded and analyzed by the seaior author.
'(Transcripts, disguised to prasserve as much as possible the promised aronymity of
the respondent, are available in very limited supply as a supplement to this re-

- ;..por'b . )

Part of every interview with the business managers, community leaders, and
with the telephone company personnel was devoied to a standardized rating task.
The respondent was asked to give his impression of the reputations of each of 20
business enterprises including Mediana Bell and ail of the major industrial and
commercial firms in the town. Particular attention was paid to getting as full
as possible an exposition of the respondents!' attitudes toward the local telephone
personnel and the telephone company, '

Interviews with the general population were conducted using an interview
schedule, copies of which are also shown in Appendix B, Respondents were selected
by the use of random numbers from the latest (1956) Mediana City Directory. (4
detailed description of the general population respondents is given in Appendix A,)

The field work lasted for a three week period. All told, a total of 65
interviews were obtained. In addition, the field workers attended meetings of the
‘City Council, Rotary Club, Kiwanis, and the Chamber of Commerce. At these meet-

ings,notes were taken which also form part of the data on which this report is
based,
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D. ZEwvaluation

A pilot study such as this should be teken at its face value, as an ex-
ploratory excursion into an area. Sixty-five interviews cannot be a firm base
for conclusions about either Mediana or about communities in general, While the
authors of this report feel that much of what they say about the business com-
munity and about the community leaders in particular would stand up under more
extensive coverage of both these groups, it is by no means a certainty that this
would be the case. Particularly weak is the general population sample, Fifteen
individuals cannot be a good sample of a population of close to L5,000.

Particularly hazardous are generalizations beyond the community studied.
The telephone company persomnnel in Mediana are quite small in number when we
consider that it is primarily the commercial managers who present the face of the
telephone company to the civic organizations.

The purpose of a pilot study is to present an opportunity for the researcher
to discern what are the important issues that can be encountered in the field.
Hence all our findings in Mediana raise problems rather than settle them, The
study should therefore be looked upon as the prologue to the more definitive pro-
gram of research which is outlined in the final section of this report.



III, THE NATURE OF GOMMUNITY PARTICTIPATION IN MEDIANA

In an ultimate sense, almost everything that a person may do might affect
the fabric of community life to some degree, however small, The borderline be-
tween what is "private" and what is "public" behavior necessarily is vague. Sim-
ilarly, the concept "community participation" must ultimately be arbitrary, al-
though we may be guided by what is socially defined as such.

By‘"community'participation;!we mean all action designed to affect the in-
stitutions of a community--local govermment, community-wide charitable organiza-
tions, and other institutions whose purpose it is to provide some good to the
community on a non-profit, service basis.

Within this broad definition, it is essential to distinguish between three
important types of community participation, distinctions among which are implicit
in much of what our respondentshad to say:

A. Non-Partisan Community Activity:

Activities or organizations which in the consensus of the com-
munity are believed to be directed toward the good of the com-
munity as a whole or of some segments which all agree should
be helped toward achieving that good.

Examples: United Fund Drives, Hospital Drives, and the like.

B. Partisan but Non-Competitive Community Activity:

Activities or orgamizations general 1y recogrized as being primarily
for the good of some segment of the commurd.ty but which could be
achieved without depriving directly any other segment of the com-
muni ty. '

Examples: Country Club, fraternal societies, Kiwanis, Council
on Human Rights.

C. Partisan and Competitive Community Astivity:

Activities or organizations recognized as being directed toward
achieving a good for some segment of the community at the expense
of, and perhaps against, the opposition of another Seguent,

Examples: Political parties, labor unions, electoral campaigns.

While each organized group in Medisnz can be roughly classified as belong-
ing to one or another of these types of community participation, no group is com-
pletely one or the other. FEach group has its purely convivial functions (Type 2.)
and consensus never is completely unanimous on the disinterested character of evern
the United Fund (Type A.). There is a tendency for organizations to move, if
they can, from Type C. to Type A,, or at least to identify their activities as
Type A. Thus,the Chamber of Commerce, perhaps once primarily devoted to further-
ing the interests of businesses as such, now takes on "projects" which can only
be broadly construed as being beneficial to business enterprises in Mediana,

~1E-
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Bearing these distinctions in mind, let us turn now to the social definition
of "commnity participation" as we found it used by members of the business com-
munity and community leaders. In this connection we may raise two questions:
First, has the concept (or equivalents) found its way into the vocabulary of these
two groups? Secondly, what are the specific activities covered by the terms used?

"Community participation" is definitely part of the standard vocabularies
of both leaders and the business community, This term and its equivalents--'"com-
munity work," "community activity," "community cooperation," "being active in com-
munity work"--are, as far as we could see, integral parts of the working vocabu-
lary of individuals in these two groups. (Among the general population, however,

this is a less familiar term and topic and for a majority of the latter group the
term must be defined by specific examples, )

In addition to the apparent currency of this term, there is considerable
agreement on what "community participation" means in specific terms, At the core

of community participation are five central activities, . listed below roughly in
order of their importance to respondents:

1. Activity and membership in the Chamber of Commerce,

2. Activity in and contribution to the United Fund and special fund
drives (e.g., hospital construction, Heart Fund, and the like).

3. Activity and membership in "committee work®" (e.g., the Committee
for the Mediana Dam, etc.).

L. Activity and membership in the service clubs--Kiwanis, Rotary,
Optimists, Sertoma, and the like.

5. Activity and membership in the Country Club.

Among community leaders, each of whon were vitally concerned with one or
more of these areas of community life, the rank order would vary, a leader tend-
ing to view his own activity as more important than others would. In the business
manager group the rank order also varied. The less active the man or firm in
affecting the general trend of conmunity life, the more the man regarded the
Country Club as the central focus of community activities. Indeed, several re-
spondents, in giving their opinions of Mediana's business firms rated each pri-
marily on how much each had given to the various Counbry Club fund drives,

All respondents made distinctions between "passive! and "active" roles in
these five activities, Thus,all business enterprises,with the exception of
certain chain retail stores on Main Street, maintained memberships in the Chamber
of Commerce, but for many the memberships were nominal, since the individuals in-
volved did not play any important role in the Chamber. Since a distinction was
made between "leadership" and "followership" as modes of participation, it was

v.

conceded that minimum participation was the latter, while the social rewards went
to the former, '

Significantly, while there were terms in the vocabularies to designate
activity and its various gradations on the positive side, respondents tended to
fumble when describing firms or individuals who did not participate at all.
Being "active" was regarded so positively that the term "inactive" took on an
opprobrious meaning which respondents tended to avoid. Hence, we discerned an
inflationary trend in the rhetoric of community participation--a man described
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as active with no further description was likely not to have been active at all.

Of all the activities listed above, perhaps the one over which there was
most disagreement concerned the Country Club., For some, this was at the core of
community activities. For others, the Country Club was a convenience,but defi-
nitely private in character, not partaking of the flavor of a community organi-
zation, Thus, the President of the Chamber,in rating the liediana Packing Company,
gave the following reason for his very high opinion of this company:

"Lots of people feel they (Mediana Packing Comparny) don't do enough.
I know for a fact that he (the owner) contributed a great deal to
the Country Club."

In contrast, the Manager of the Mediana Power Company, talking aboult company policy
concerning donations to the fund drives, had this to say about the Country Club:

"Well,we wouldn't give money to the Country Club., That wouldn't
be for the public good.™

Tyo distinguishing characteristics mark those who rate the Country Club as
an important community activity. First of all, those respondents who were born
and raised locally are likely to think the Country Club more important. Seccndly,
those who are not active in other areas of community life tend to fall back on
their Country Club membership as the major expression of their participation. For

this latter group the meaning of commnity is restricted implicitly to the world
of business managers and owners.

What is excluded from the term "community participation"? DPerhaps the
most important activity excluded under the social definition of this term centers
around the field of activity of politics. Almost all community leaders spoke of
"politics" separately from the discussions of the five activities listed above.
Almost all business managers were unanimous not only in separating out politics
from community participation,but also in their opinion that politics was a dan-
gerous area. ' ‘

The definition of politics comes out most strongly in the following quota-
tions:

"They told me to keep it on a high plane (referring to his organi-
zation of a committee for the revision of the city charter) and to
have it absolutely non-political." (Past President, Rotary Club)

"You gotta resist bad politics. You should not get into an area
which will be ticklish to deal with. A manager can back a move-
ment for city manager, but if he backs a particular candidate he's
bound to get into trouble." (Personnel Manager, Power Parts €ompany)

"Industry and business tend to shy away from local affairs when
they have a political connection. They don't want to be identi-
fied with the people in power because they don't know how long
they!1l be in, This was primarily characteristic of retailers
and 1t was one of the basic reasons why we haven't got a higher
type of person for public office here.," (Former Editor, news-
paper)

"I can think of a couple of businessmen who have made more
enemies than friends by going into government." (Assistant
County Prosecutor)
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Politics in the minds of our respondents was defined primarily in terms of
electoral campaigns. When a man said he thought he should stay cut of politics,
he usually meant he felt he should not run for office or publicly support candi-
dates who are running on a party platform. Certain political activities which
did not involve open and acknowledged partisanship were permissible, lLiowever,
These included running for school board, membership on "citizen's committees!
for the charter reform, and the like. In other words, politics means, particu-
larly, engaging in combat on the person-to-person level, while non-partisan
activity, even though involving, in the larger sense, political objectives, was
entirely within reasonable limits, Indeed, as indicated by the central place of
"committee work" in the social definition of community participation, non-parti-
san activity of this sort was highly valued.

Fear of retribution was a primary manifest motive for remaining out of
politics. The source of retribution for the industrial manager lay in his own
employees,who presumably would be antagonized by his sponscrship of candidates.
For the merchant, retribution had its source anong his customers., For the public

utility, the vague fear of antagonizing public opinion seemed to be the main
reason.

Typical comments from businessmen went as follows:

"There's no point in my taking any action. I can't benefit by
doing anything,and T can only antagonize people in the town.
Vorking for us we have both Democrats and Republicans and if

I took on one side,why I'm sure I would offend some of my own
workers," (Manager, Indian Pottery)

Some businessmen stressed the differences between the political and manage-
rial roles:

"0f course no industrial manager is going to get himself into
politics. An industrial manager has the know-how but he doesn't
know how to suck up to people, to shake hands like the profes-
slonal politicians do. The industrial leader is never a popular
man, He's the kind of guy who gets things done instead."
(Manager, Midwest Electrical Company)

"A businessman when asked about the tariff generally made a fool
of himself because he knew nothing about the question whereas
the local shop steward, by virtue of his participation in the
union, had a much better grasp of the issues."

(Manager, Chamber of Conmerce)

During our stay in Mediana, the Chamber of Commerce inaugurated a "Civic
Affairs Committee" designed to improve the political skills of businessmen,
"Watchdog groups" were to attend meetings of the City Council and study local
issues in order to be able to present the coherent businessman's viewpoint on
the local political scene. Having.been invited by the Manager of the Chamber,
we attended the first organizational meeting of this committee. The most
striking theme of the meeting was the fear expressed by businessmen concerning
their prospective participation in politics, that they would not be able to hold

their own in what they viewed as the rough-and-tumble world of political strug-
gles,
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Surprisingly enougl, of all the busiress managers, the Mediana Bell em-
ployees were most favorable to political participation, primarily because of their
orientation to company policy. The characteristic orientation of the telephone
company employee was something as follows: "If the company allowed something to
happen, then it must have been OK," Thus, knowing that some telephone company
employees have been active in running for public office and in holding public
offices, was sufficient indication to the respondents that these were permitted,
and indeed desirable,activities for them to get into. For example, in talking
about community activities that should be avoided, a telephone employee's inter-
view ran as follows:

"He fumbled but was unable to come up with an example of the
activities that should be avoided, He ran over a list of
things: politics were not controversial. He could think of
several examples of telephone people on school boards and city
councils or who were mayors of small towns." (Supervisor,
Plant Department)

Telephone employees frequently noted what they believed to be a shift in
company policy regarding participation in politics from prohibition to permis-
siveness. It was now "permitted" to run for office,although doing so was not
something that was either required or necessarily desirable. In talking about
this area, however, there could be detected a feeling of unreality in the respond-
ents! speculations concerning such participation on their own part: they knew
that some telephone company employees in some places some distance away were doing
50, but right here in Mediana it was not likely that anyone would either do so or
want to do so,

In terms of typology of community participation which we set forth at the
beginning of this section, the socially desirable forms of participation in the
eyes of Mediana's business community are those which are clearly acceptable to
the community as disinterested and which meet with no overt opposition. Partici-
pating in political affairs is acceptable only when the element of hostility and
possible opposition are removed from the scene, preferably in advance. Hence,
the preference for the "citizens' committee form of organization, a citizen's
committee being ordinarily composed of representatives from all segments of the
community which might possibly raise some opposition, Thus, in Mediana, the
citizens' committee which sponsored the school bond issue drives was headed by
a Protestant, a Catholic and a Jew.

Furthermore, there is a strong tendency to upgrade both the reputations of
organizations and activities. The Chamber thinks of itself as a "community" or-
ganization, meaning that it looks after the interests of the total community,
Labor unions have begun to talk about their community responsibilities, indicating
their desire to take on activities which are of the higher grade. Partly, this
upgrading tendency is a function of the professionalization of organization man-
agement, As labor union organizers, Community Chest managers, and Chamber of
Commerce managers become recognized occupations calling for special training, the
drive toward legitimacy brings about a search for activities which would achieve
community-wide prestige for the office holder.

Because the business community entertains such a strong negative evaluation
of the political area, it is worthwhile to spend some time in this report on trying
to understand this point of view and to seek for its sources.
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It should be noted that there are a number of paradoxes involved in this
view point. First of all, a good proportion of the civic activities which they
prize so highly are directly political in character. The bond issue drives, the
move to change the city charter, to get the expressway bypass, all involve some
sort of govermmental action. The problems which agitate the general population,
to the extent that we were able to discern them in our interviews with this group,
are primarily political issues--street repair, water service, tax rates, and the
like. The main social prcblems of Mediana are political, but there is a depre-
cation of politics and a definite reluctance to get into this area.

Secondly, although all exwressed their unwillingness to get into politics
in terms of the adverse effects such participation would have on their businesses,
this rationale does not ring very true. For one thing, most of the individuals
presently holding political office in Mediana are businessmen, as well as a large
proportion of the leaders of both political parties. (For example, only one member
of the City Council is an industrial worker; the others are all either the owners
of small businesses or on the supervisory levels of some industrial plant.) Those
who are in the thick of political life claim that there is no resultant noticeable
effect on their businesses. In addition, the business community considerably over-
estimates the affect given to politics by the general population. They believe
that the "average man" cares a great deal, whereas, in fact, he cares probably less
than the businessman. It is almost as if the business community fears and is un-
able to sustain hostility. In fact, one of the clear characteristics of the busi-

ness community is its uncertainty about how to handle both opposition and hostil-
ity.

Finally, although there is widespread recognition of the need for "better"
(i.e., businessmen) public officials, at the same time, there is a definite and
firm rejection of the possibility of personal participation in this sphere. The
politician in Mediana is viewed by the businessman as a pariah: a man who does
necessary and even essential work but who contaminates himself in the process of
so doing. There is a feeling that a better "type" of man could do much better,
without changing the essential character of present institutions. Just as the
pariah is dangerous because of his contamination, so politics is dangerous because
of the possibility of achieving pariah status. Politics, say the respondents,
forces a man to be untrue to himself:¥ He must compremise principle, associate

with undesirables (i.e., across class lines), be prepared to be assaulted unfairly
and to retaliate in kind.

Perhaps the ultimate understanding of the way in which political activities
are articulated with other community activities must wait until there is a defin-
itive analysis of the local community as a total system. The beginnings of such
an analysis aregiven in a later section of this report,

*Tt is interesting to note that the businessman and the politician both
accuse each other in somewhat the same terms, Thus the businessman says that the
politician is afraid to do anything because it might cost him votes, while the
politician says that the businessman is afraid to do anything because he would
"sell one less pair of socks." All told, however, the businessman gets the
better of the argument, because it is more generally accepted that a man should
look after his business than it is that a man should preserve his political
power.



IV. WHY DO THEY DO IT?

All we have written here or have seen personally in our field experience
points to the high vitality of civic life in Mediana., Mediana's civiec organiza-
tions are flourishing and manned by enthusiasts., A significant number of impor-
tant civic changes have been effected, others are presently underway, and community
leaders have started outlining plans for additional projects in the few years ahead.

The individuals who man the organizational apparatus are by no means a
representative sample of Mediana's population. Even on the lower levels of parti-
cipation, few come from among the industrial workers, the largest occupational
group, and few from among the lower levels of trade and commerce. The apparatus
is mamned by Mediana's white collar class, and, within that group from among pri-
marily business proprietors and persons on managerial levels within the industrial
and commercial establishments of Mediana., Leadership, furthermore, rests in the
hands of an even more restricted circle.

As Americans we take civic organizations for granted. Every American town
and city has its own proliferation of such organizations,and everywhere the sams
occupational levels furnish the manpower and womanpower to run them, For the

moment let us take on the role of a stranger to American society and ask the ques-
tion, "Why do they do it?"

Why is there participation? What are the needs, desires, and goals which
motivate civic activities?

Why do participants come from the business class? What does participation
mean to the functioning of business enterprises in general?

We will try to answer these questions,first by considering the reasons
given by business men and community leaders who are participating, and second;
by looking at Mediana as a functioning unit irying to interpret these responses

by fitting them into the needs of the community and of the social life of business-
mMChle

A, The Role of Company Policy

Considering primarily the larger business enterprises in Mediana, company
policy seems to have the strongest role in determining whether or not its manageri-
al personnel participate at all in community affairs. All of the large firms
studied had some policy which encouraged its managers at least to join community
organizations. Almost all firms had policies allowing corporate contributions to
the United Fund, the Chamwber of Commerce, and special drives or projectses At a
minimum, policy is expressed as, "We want to do our share;n at a maximum, "The
company expects us to be leaders in the community."

Every major company purchases memberships for its nmanagers in the Chamber
of Commerce. Most companies pay the membership dues of its managers in one or more
service clubs, although few of the companies have as extensive a policy of paying
membership dues as Mediana Bell. A few pay initiation and membership fees in the
Country Club,

‘In only one of the major firms has company policy changed within recent
times. The Smith-dJones Glass Company was recently acquired by a national container
manufacturer and as a consequence has shifted its policy from one of non-participa-
tion to full community participation, Many respondents indicated that they now
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expected that the managers would become more active in the Chamber, that lower level
supervisory employees would be joining service clubs and the contribution of the
company to the United Fund would consequently increase. Some remarked that the top
manager in Smith-Jones would probably find it difficult to make the shift himself
and that it would probably take a change in management personnel to make a complete
policy turn.

Activity beyond passive membership--ofice holding, the chairing of commit-
tees, and so on--is not so much the province of company policy but it is more the
perquisite of company importance. Thus leadership in the Chamber or service clubs
comes either from well-established local persons or from among the largest and most
heavily contributing firms. In large part, this is because there is some need for
popular figures as leaders--hence the emphasis on locals-~and, in part, because the
high positions of a large firm's managers leads them to be asked to participate in
positions of leadership. In other words, there would be two easy ways for a man to
become a community leader: he might either head up one or more of the three or four
big firms in town, or be so well established in the community as to have some degree
of popularity., Thus the anomaly in Mediana of very small businesses providing lead-
ership along with the largest enterprises,

Another way of stating this is to say that leadership in community affairs
is expected of the managers of large enterprises but that the managers of small en-
terprises can exercise leadership if they show some ability to do so,

What is meant by a large enterprise? In part, it is the number of employees.
Thus, in Mediana, any firm employing over 500 employees is numbered among the larg-
est firms., Some part is played by the "overall' size of the firm, taking into
account the operations outside of Mediana., However, these two principles of classi-
fying by size are not the total picture. For size to become visible and recognized,
a firm's management must be active in the community, Perhaps this is most dramat- -

ically shown by considering the size of firms according to the number of persons
employed: '

l. Smith-Jones Glass (1800)
2, American Ceramics (1500)
3. Midwest Electrical (1L400)
e Power Parts (900)
5. Ajax Steel (800)

The sizes of these firms as perceived by the respondents were quite different, The
three biggest firms were seen as American Ceramics, Power Parts, and Ajax Steel,
while Smith-Jones Glass and Midwest Electrical were both counted as rather small
firms. Significantly, these two firms are among the least "active" of the firms on
the above list. Thus there appears to be a mutual relationship between size and
activity: a large firm is expected to be active, and an active firm is expected to
be large.® The size of an inactive firm is therefore seen as less than its actual
size would indicate,

#This is a finding for which we do not have adequate documentation. We
did not ask respondents to rate firms by their size. In judging that the two rela-
tively inactive firms were seen as smaller than others, we have relied on the ad-
Jectives which were employed in discussing these two businesses, Thus Midwest
Electrical and Smith-Jones Glass were often referred to as "small" plants,even
though their labor forces were among the largest in Mediana,
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Parenthetically, it should be noted that the size of a firm was a positive
rather than a negative characteristic in the eyes of all segments of the community,
The bigger the firm, the greater the admiration given to it, Thus, an industrial
worker, talking of the company for which he worked, would often mention the posi-
tion of his firm in the industry of which it was a part. For example, an employee
of Power Parts might say that his company was the third largest in its field, or a
telephone employee might mention that AT&T was the second largest corporation in
the world. Very often it was gpparent that these size statements were not factu-
ally correct, the benefit of bias always going to the company in question. This
suggests that working for a corporation which was in some sense a leader in its
fleld was a source of some pride in the worker and his evaluation of other corpora-

tions was affected by his perception of their size and importance in the industry
in question, '

Company policy then serves the function of indicating whether or not a
company's managers are going to be active at all in community activitiessbut does
not determine the degree to which this activity will be carried out. In part, the
larger the company,the more favorable would be the reception of its managers in the
civic organizations. In part, some managers exercise the option of providing lead-
ership, others do not do so. In a later section of this report we will go into
some of the factors which account for the differences among individuals,

B. Rationales for Community Participation

During the course of each interview with individual businessmen, we sought
to obtain from each respondent the reasons why he and his company participated in
community affairs, The answers we obtained obviously are those reasons of which
the individual is aware and which he can articulate. This is not to deny the sin-
cerity of the rationales offereds it is merely to indicate that the full explana=
tion probably requires more than these answers alone., ‘

Almost uniformly, the first response to the question why they participated,
was phrased in terms of the benefits that would accrue to Mediana, The individual
hmanager and his company desired to make some contribution to improve the level of
living in Mediana, Some looked upon this desire as primarily affecting themselves
and their families; others, of perhaps a more paternalistic cast, talked in terms
of improving the lot of their employees; most, however, talked in terms of the com-
mmity in general without specifying a target population, All recognized an obli-
gation on the part of their firms and of themselves as businessmen to contribute in
some way to the welfare of Mediana.

At the same time, businessmen also acknowledged that their efforts to im-
prove Mediana had other consequences for themselves and their firms, In line with
the general pragmatic character of American culture in which "good works" and al-
truistic "positive" thoughts are also thought to yield material benefits, so the
menbers of Mediana's business community all felt that community participation also
materially benefitted their companies or themselves, as well as being good for the
general welfare., However, the benefits to be derived were not uniform from indi-~
vidual to individual or from company to company. A number of different rationales
were giyen,with_many offering several at once,

The most common themes touched upon in the reasons offered by respondents
for their participation are described below:
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1., Reference to Impact on Employees:

Examples of interview responses which fit under this rubric are as follows:

"The company feels it has an obligation to provide the proper living
conditions for its employees., (As a consequence) we can hire any-
body we want to. The workers like to see my name in the newspapers.
I don't mean to boast, but the fact that I have provided leadership
to the community means that the worker out here in the plant knows
that his company is doing something for the general benefit of
Mediana." (Manager, Ajax Steel)

"The people in the plant become aware of the part you play in civie
affairs and see you as representing their company in the community.
They feel pride when an industrial manager plays a prominent part,”

(Manager, Power Parts Company)

"I would say that they (civic activities) make good will for the
store and good will from the employees. I can't quite put my
finger on it but you might say that if your firm is active, there's
a healthier attitude." (Manager, chain department store)

A dissenting note comes from one respondent: asked whether one of the major
reasons for company participation was the feeling of pride the workers might feel in

seeing the manager's name in the paper, he replied that he thought it might be true
but it really was not important:

"It's awfully hard to stop yourself from being paternalistic,
There you are up here in the office and after a while you begin
to think that the workers are waiting impatiently to hear every
little word you might have to say."

(Personnel Manager, Power Parts Company’)

This rationale for participation came primarily from industrial managers,
Of the 15 respondents who mentioned this theme, 9 were managers of industrial
plants, one was the manager of a large chain department store, one was the head of
a local construction company, and three were from the telephone company, signifie-
cantly from the plant and traffic departments onlya

As the dissenting respondent above indicated, there is an overtone of pa=-
ternalism to this theme, Indeed the strongest exponent was the Manager of Ajax
Steel, by reputation the most paternalistic corporation in Hediana as evidenced by
the existence of a company union, an employees' park, and other similar policies,

2. Reference to General Public Opinion:

Some of the firms considered their civie participation activities as
creating a better public acceptance of the firm. It ic significant that the largest
group of respondents in this category came from the public utilities,

Examples of the references are given below:

"It's important that the people understand what we're doing,
It's better for the company if the people in the town under-
stand what the gas company is doing for them.!

(Division Manager, Gas Company)
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"(ile felt thot) a telephone man in his community organization
work is a representative of the company, People in general
would get a good impression of the company if employees were
active in community welfare. The company would tend to be-
come ingrown and fail to adjust to the demands of the community
if managers and supervisors did not go out and get to know
other people in the community,"

(Plant department, Mediana Bell)

"I would say the main benefit for the company is from a personal
standpoint. If a man gets into an organization and if he im-
presses people well, then when people think of him they say,
'There's a guy who works for Bell., He's a nice guy.! Then
they will think well of the company as a whole if they think
the people are top-notch."

(Traffic Department, Mediana Bell)

Of the eight persons who stressed this theme in our interviews, seven wers
telephone company employees, the other being the Divisional Manager of the Gas
Company, Significantly, all the telephone company employees are either in the
traffic or plant departments where, in fact, the level of participation in community
organizations is quite low, The public opinion reference was generally made in the
context of discussions of behavior of personnel, on the job and off, vis-a-vis the
general public., Only among telephone people were there any ccomments on personzl
conduct of employees or supervisors off the job. Whether this reflects the public
relations policy of Bell is hard to say; certainly it is clear that there is a
stronger identification between telephone personnel and their company than in any
of the other firms in lMediana. There is much more self-consciousness of how the-r

own behavior will affect the general standing of the company .

The peculiar structural characteristics of the. telephone company as an or-
ganization serving households as primary customers, plus being subject to public
regulation, makes the general body of citizens an important reference group which
is shared by few other firms in Mediana. fmong those few with some structural
similarity to the telephone company are the two other utilities and the many retaill
stores. However, neither the gas company nor the power company paid as much atten-
tion to the public as a theme perhaps because their primary customers were not
households but heavy industrial users, Although we interviewed only a few of the
retail businessmen in Mediana, the general public was not an important theme in this
group either, perhaps because no one store has the entire population as custoners
nor are stores regulated by the agencies of local and state government to anywhere
near the same degree as the telephone company,

3. Business Community References:

Some respondents referred to the business managers of the community as the
primary reference for their participation, Those respondents who mentioned this
theme essentially were concerned with what the rest of the business community
thought of themselves and their firms. They were concerned, in other words, witn

the reputation of their firms in the eyes of other business managers and cormurity
leaders,

Examples of references of this sort are given below:
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"If a manager is not in a position to hold up his head in
civic affairs,and if the top management of the company
does not allow him to contribute time and morey,he will
suffer in the eyes of the community about him., Some in-
dustries don't do their part,and the rest of us all know
about it. The poor devil who happens to be working for a
company which does not encourage participation is auto-
matically downgraded in the eyes of the business commmnity,"
(lianager, Power Parts Ccmpany)

"As for myself, I often wonder why I do these things, I
think the major thing is that I really would be ashamed
for my company if the top man didn't do his part. You
know, a company is judged by its management policies.
The labor policy really counts most with the general
public,but wages don't really count with the business
community. It's the way in which you fit in with what
the businessmen are mostly interested in that counts here.
In this town it's community activity. In some other towm
it might be the country club or even golf ability. Here
it's what you do in the Chamber and in the Rotary or in
the United Fund, or what your company does,that redlly
counts. After all, the only way a guy can get to know
whether a company is good or not is the way in which it
seems to be doing its part in what happens to be the most
important activity to the business community in the town."
(Manager, Indian Pottery)

Of the seven respondents who employed this theme in their interviews, five
were industrial managers, one was the manager of a chain retail store, and the
remaining person, president of a local construction fiym. All respondents em-
phasized how their participation affected their own reputations in the business
cormunity and the reputations of their firms. In only one case-~the local con-

struction firm--were these companies who had other businesses in Mediana as their
prime customers,

Persons using the business community as a reference group for their partic-
ipation show a sensitivity to the expectations of the business community. This

is a "peer group" response, indicating a kind of "other-directed" awareness of
social demands.

It should be mentioned that perhaps -thosé respondents who employed this
theme were among the most astute observers of the local scene.

L. Noblesse Oblige:

For a very small group of primarily local businessmen of 0ld established
family lines, participation is part and parcel of the family tradition. The
modes of participation were laid down some time in the past by an earlier gener-
ation and carries into the present generation as a kind of fiduciary trust.
Thus, the family whose ancestors endowed the Art Institute continues on its
Board of Directors, and each generation adds to the endowment. Another family
administers the Scholarship Trust Fund,which gives quite generous scholarships
to local residents.,
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The o0ld family mode of participation in kMediana lies mostly outside the
hurly-burly "progressiveness" of the Service clubs and Chamber, This partici-
pation is built to last, as a kind of permanent ancestral monument, The major
point of contact of the old families with the other business managers is through
the Country Club,within which they form a somewhat exclusive set referred to
frequently in our interviews as the "core" group of the Country Club,

The old family mode of participation is not one which provides leadership
in the solution of contemporary community problems; rather,it consists pf the
administration’and perhaps some elaboration and extension, of previous solutions,

a matter about which some of tre local leaders felt they had considerable cause
for complaint,

5. The Profit liotive:

The majority of respondents denied that they or their firms received any
immediate dollars-and-cents returns from participation. In fact, many complained
(without much pain but with some pride) that their participation meant out-of-
pocket expenses for which they did not expect or receive any reimbursement., Of
course, many pointed to others, mainly to salesman and lawyers,* as types of per-
sons who,benefited'directly. Whatever economic benefits acerued to our respond-
ents or their firms, however, were of a long~term character, operating through the
improved morale of the working force or a better public acceptance of a firm,

Among our respondents, lawyers were the largest group to acknowledge that
participation was of direct immediate benefit to them, The denizens of the
Chamber and service clubs are clients, and one way of getting knowmn is to make
"contacts" through participation,

Among business Mmanagers, only the local head of the Power Company was able
to indicate an immediate dollars-and-cents goal for his participation in communi-
ty affairs, In HMediana, as in many other places, the power company was very ac-
tive in trying to bring new industry into town. The profit molive of the power
company was obvious: more industries, more power consumed, Parenthetically, it
is interesting that the power company manager seemed to be the least uncomfortable
of the respondents. who were asked why they participated. Most fumbled and gave
their reasons without seeming conviction, while the bower company manager was
able to give easily a very coherent answer. Of course, his rationale was very
clearly in line with the felt needs of the comunity--both general population
and business group--and the declaration of a pecuniary motive did not detract
from the fact that the community as a whole would benefit, In contrast, the more
usual respondent talked in terms of vague benefits both to himself and to the
community, and his remarks did not carry the sense of convietion which marked
the power company manager's rationale. '

7rStrangely‘, a few salesmen were mentioned to us as persons prominent in
the community organizations, In fact, the salesman was the favorite symbol used
by businessmen to indicate someone who was crassly materialistic and perhaps a
little vulgar, Ranking close to the salesman was the retail merchant, whose
interest in the dollar was seen as too intense to be proper.
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6. Management Ideology:

Several industrial managers referred to the new "group management" move-
ment as a source of support for their participation. By this term is meant a
discernable tendency toward decentralization of authority group, rather than
individual responsibility for management decisions, a "softer" and. more accom~
modative relation to organized labor, and a firmer, more "positive" attitude
toward participation in local affairs, Indeed, those companies with the strong-

est group management policies were also those with the strongest and most wide-
spread participation,

Among the professional community leaders (the managers of the Chamber of
Commerce and of the United Fund organization in particularL this stress upon the
change in management policy over time was quite heavy, They saw the increased
participation of industrial firms in civic affairs as part and parcel of a change
in the general management ideology of business firms in America.

These, then, were the major themes touched upon in our interviews which
offered a rationale for the participating activities of business managers. 1t
should be noted that these are manifest or surface rationales offered by our
respondents when asked why they participate and why their firms have policies
which permit or encourage participation., It is interesting that, depending
upon the nature of each firm, the rationale involves the major concerns of the
managerial position involved. Thus, for the industrial manager whose job is pro-
duction, the reference is his labor force; to the telephone company employee, the
references are both to the labor force and the general public; for a lawyer, the
reference is to a prospective clientele.

In most cases there could be discerned in the course of the interview a
certain lack of conviction as to the worth of the rationale offered. (The major
exception is the Power Company Manager.,) The reasons for participation -are
given easily enough, although they do not stand up to the scrutiny of the respond-
ent himself, Thus, when asked what would happen if a firm or individual manager
did not participate, few respondents were able to say that anything important
would happen. Indeed, the question itself often had a disconcerting effect on
respondents, who clumsily fumbled for an answer. In short, it appeared that while
there was general agreement that participation was a good thing and that their
companies were correct in either permitting or encouraging it, no one had a par
ticularly strong feeling that it was an important or central activity for a fimm
to get into. . All respondents felt that the major thing for a firm was the way
in which it fulfilled its major economic functions, and for the individual, the
carrying out of his major managerial responsibilities. A1l felt that if a man
was good at community affairs this would help him career-wise, or if a firm had
a good community participation policy, this would help the firm, but the absence
of such activity or policy would not have a very strong deleterious effect upon
the functioning of either manager or business enterprise,

If we look a little bit more closely at the reasons why the business
managers' rationales were held so tenuously, we perhaps may discern the causes
for this lack of conviction. To begin with, participation of some sort is so
much taken for granted in Mediana that its rationale has never had to be worked
out individual by individual, but rather, the prevailing rationales have been
adopted without much question. Secondly, the benefits of participation lie
mainly in the intangible realm--morale, "progress," and so on--and will accrue
to the benefit of the business firms only "in the long run." Thirdly, as far
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&s any one individual career is concerned, the major component of success is
strictly on the job performance. Hence,the consequences of non-participation
for the occupational career are, in fact, minor,

The best explanation which comes to mind classifies the participation of
Mediana businessmen as a conformity phenomenon; that is to say, this is an
activity which is part and parcel of the definition of the way of life to be
followed by businessmen in Mediana: "Everybody's doing it," and no one likes
to be left out. Of course,the game is optional, and the least that is expected
is that a manager will go along and help out with contributions. The only thing
which he should not do is be a dog-in-the-manger and decry the essential impor-
tance of the hurly-burly life of Chamber and service ciubs.

C. A Functional Analysis of Community Participation

A more fruitful way of looking at community participation is from the
perspective of what functions it serves for the business commumity. What does
the community participation pattern do for the business community? What are its
consequences which seem to fit into a pattern of inferred needs? In this con-
nection,we must look beyond the manifest or surface motivations to view the
cormunity organizations as a system performing some sorts of functions for the
participating individuals and organizations.

Perhaps the most obvious function served by the service clubs and other
community organizations is to provide a framework for social life, opportunities
for interaction and for the gregarious pleasures. Many respondents, particularly .
those who had experienced mobility from community to community, remarked how the
service clubs provided opportunities to meet and become acquainted with persons
on roughly the same status level. Indeed, the former president of the Jaycees

felt that the secret of the success of this organization was its many "sccial
functions.”

Secondly, participation provides a context in which businessmen may build
up the right of access to each other and to community leaders. At the same time,
community leaders can have easy access to those who control the economic insti-
tutions of the community, Most business managers are on a first name basis with
each other and with city and county officials. The nunber of times these "con-
tacts" are employed is considerable, During many of the interviews, telephone
calls were received by respondents from other businessmen and community leaders
concerning "favors" and other actions facilitating the conduct of business.

As one city official put it:

"If a new firm comes in and remains completely aloof (from
civic affairs) there would be no effort from the city to
make their load lighter." Asked how the city might make
a firm's load lighter, he replied, "Of course, for a firm
coming in, the city can do a hell of a lot. There is one
firm in this town that is only paying a dollar a year for
water. Or, you might rent them city property at a nominal
rate. Now, Power Parts and American Ceramics: we helped
them out on their parking problem." (City Solicitor)

Mediana Bell commercial managers have excellent access to officials of the
city govermment and to the local newspaper. The number of items on Bell activ-
ties appearing in the newspaper is quite large, a function, we believe, of the
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excellent relationships between the local manager and the editor of the newspaper,
Several of the city councilmen, known through membership in the service clubs,

are so accessible to the telephone manager that they have requested information
on non-telephone matters from him. On one occasion the local manager was asked
to supply information to a city councilman on the National Municipal League which
the city was considering joining.

While the traffic in favors among businessmen and between businessmen and
cormunity leaders is not a traffic in heavy goods, it does constitute a steady
flow of a considerable magnitude. The stream of favors is a lubricant, making
the conduct of business in Mediana much easier than if every request had to go
through official channels and be subject to bureaucratic scrutiny.

Community participation also builds a bridge between the locals and the
itinerant managers of business enterprises. The locals, who can command popular
support by virtue of their personal reputations and higher degrees of notoriety,
occupy the posts of leadership in the local government and in those civic organi-
zations which rest on mass support. It is in the civic organizations that the
business manager outsiders establish contact with the local leaders and obtain
their support in actions involving -the general population,

Finally, the community participation system provides a means of ordering
firms and individuals who have no intrinsic ordering relationships among them-
selves. Most of the firms in lediana are not competing with each other but with
firms located elsewhere, Business.managers do not compete with each other in
their career lines, which are located primarily within the industries of which
their firms are parts. In the absence of any enduring economic traffic among
firms and individuals, the status of units within both groups is quite ambiguous.
The communi ty participation activities provide a means of ordering firms accord-
ing to a unitary criterion. Indeed, the reputation of a firm in Mediana among
members of the business community--an important reference group for businessmen--
is to a large part determined by the extent to which its managers participate in
community affairs. Note that this explanation also provides an understanding of
why firms and their managers are not allowed to participate beyond what is their
proper level--or, at least, they are not given credit for such participation,

If the Doaks firm, perhaps employing 25 persons, were allowed to rise to the
top of the heap by furnishing the major leaders for civic associations, the
fundamentally economic basis of order would be upset. This is an ordering de-

vice for separating firms which are alike in size and wealth, not for producing
anomalies,

As a device for allocating prestige among businessmen, community partici-
pation furnishes the major outside-of-plant method of cashing in on one's success
and achievements. This is particularly important for the top men in each of the
industrial plants, the remainder of whose firms are located at some distance,

For these persons success in community organizations represents on-the-spot
prestige returns. It is significant that for the telephone company, especially
the plant and traffic departments, where company loyalty is much greater on the
managerial level, and where career opportunities within the company are so plenti-~

ful, community participation does not seem to be as important a source of grati-
fication,

One consequence of the development of community participation as a rank-
ing device is to give to the professional communi ty organization manager (e.g.,
the Chamber of Commerce manager or the United Fund manager) the function of
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prestige broker. He serves as the information center relaying to each business-
man how he stands vis-a-vis the others. Indeed, as we shall see in a later
section, the Mediana United Fund manager has managed thoroughly to convince the
telephone company personnel that they are much lower on the totem pole of United
Fund contributions than they actually are. Since the success of the managers of
community organizations depends on the extent to which they are able tc rally the
financial and manpower support of the business community to their organizations,
a clever man has a powerful weapon at his command,

In a way, community participation is like the primitive potlatch with the
important exception that the funds and labor expended are not wastefully consumed,
but employed to further important community goals. To get recognition, a man and
his firm must contribute funds and manpower to community "projects" in a way that
is not demonstrably related to the purely economic functions of the enterprise,

To justify his participation, he has only relatively intangible benefits tc which
to point.

This is not to deny that the rationales offered by business managers do
not have some reality basis to them; ror does this analysis imply that the com-
munity participation system has no important consequences for firm manager and
the community. On the contrary, these functions, as we have pointed out, serve
the ends of the companies involved, provide an important source of gratification
for the manager himself, and exist independently of whatever other benefits in
the way of improved worker morale or beiter public acceptance that may also re-

sult. At least one thing is certain (and this may be Jjustification in itselfy
Mediana certainly benefits.

This analysis implies that the primary audience in front of whom the roles
of community participation are played consistsof the menbers of the business com-
munity, This, of course, is not the only audience. To some degree what a firm's
management does becomes known to the workers in the plant and to the public at
large. A firm which has a good reputation in this respect probably benefits by
being able to recruit workers and in obtaining a favorable acceptance, generally.
But the process by which the activity of a firm becomes known is slow and some-
what tricky. The things which are best known about firms by the general public
are not those which necessarily mean the most to the business community. For
example, the outstanding company in public esteem is Ajax Steel,whose employees!
park (an impressive place indeed) was often referred to as its major contribution
to the community. The busy committee 1ife of the Chamber or the service clubs
receives some mention in the newspaper,but,like announcements of births, deaths,
and marriages, such notices seem to be read mainly by those most closely concerned
Indeed, it would almost appear that the general public was about a decade behind
in its perception of various firms!' activities.



V. LEADERSHIP AND PARTICIPATTON

The managers of the "average" business enterprise are at least members of
the Chamber and one or more of the service clubs, - The firm contributes to the
various fund drives and allows the solicitation of contributions from its em~
ployees, Some of the firms provide "leadership"--that is to say, its managers
take on more than rank and file duties, perhaps setting up drives or becoming
members of. the various boards of the civic organizations.®* Even more important
is the type of leadership which goes beyond office holding to supply some kind of
initiative and momentum to community projects.-

The leaders of Mediana--both office holders and "ot rods"--come from two
sources., Locals provide a good proportion of the leadership. Particularly polit-
ical office, which involves popular appeal, is almost the exclusive province of
this group. For a local it often does not matter what his occupation is as long
as he is in business. A local, in other words, can rise to a leadership position
on his personal merits, whatever they might be,

Not so for the recent arrival, however. His rise to leadership seems more .
dependent on his job and his firm. The new manager of a large plant can find him-
self a place in the local firmament much easier than the new manager of a small
enterprise. All he need do is give in to the invitations he will receive. If he
is from a small firm--say, the manager of a chain store--it will be hard for him
to get into a leadership position early in his stay in Mediana, although eventu-
ally, if he is so minded, he may do so.

It should be noted in passing that Bell is a small firm in Mediana's opin-
ion. A large firm is on the order of Power Parts or Ajax Steel, For an employee
of Bell to rise high in the civic organization takes either a local origin or a
long residence,coupled with some degree of ability.

At least part of the reason for the high leadership chances of the larger
firm lies in the larger resources at its command. The large firm's greater con-
tributions to the Chamber, the United Funds, and the service clubs make their
managers attractive members and leaders. (It is no accident that the heaviest
per capita corporate contribution to the United Fund comes from the firm whose
manager is presently President of the Fund., See Table VI.1.)

While leadership is open to the large outsider firms, it is not expected
that leadership necessarily is forthcoming. However, for the managers of locally
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owned™ large enterprises, leadership is definitely expected, Hence the common

*Considering the total number of civic organizations in Mediana, the number
of leadership positions is necessarily quite large., Hence leadership in terms of
of fice holding is not a rare phenomenon among the businessmen. Practically every
businessman who has reached the middle 50's and who had been in the town for more
than a decade has at one time or another been on the boards of one or more of the
clvic organizations, Office holding is, therefore, not a good index of leader-
ship in Mediana as it might be in some communities where the number of positions
is somewhat smaller. In fact, our definition of leadership as employed here im-
plies that people we have interviewed have mentioned the persons as sources of
power and influence in the community.

*%A Jocal industry is one which has its home office in Mediana. Thus
American Ceramics, which has half a dozen branch factories throughout the country,
is considered a local firm, while Ajax Steel, a branch factory of a firm whose
home offices are located some 200 miles away and which has been in Mediana for
more than 50 years, is still considered an outsider firm.
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complaint in our interviews concerning the failure of the owners of American
Ceramics to provide leadership for the community. The old local family of wealth
is looked upon as being able to provide especially desirable leadership, because
they are reputedly able to swing the general public as well as menmbers of the
business community. Expectations concerning leadership are consequently strongest
for the local industrial firms.

Although local leadership is preferred by locals over that which could be
provided by outsiders, there is also some recognition that the outsiders provide
a more disinterested type of leadership. TIocal businessmen are, to some degree,
regarded as peculiarly susceptible to the drive for personal power., The itinerant
manager, in contrast, has less of a personal stake in his leadership position,for
his real rewards come from the outside, and whatever he gains from his participation
1s an increment rather than a main portion.

These considerations all lead to the conclusion that it is difficult for
the manager of a small branch of an outside firm to make any significant impact
on Mediana's civic life. Mediana Bell, which fits into this category, can rise
only to the second level of leadership, because it is neither local nor large.
Indeed, the persornel of lMediana Bell tie in most closely with the second level
of command in large industries (e.g., personnel director, general foreman, and
the like), or on the level of the small retail merchants.

Among the various management levels within a particular firm, each finds
its own niche in the organizational structure. In Mediana,all persons on the top
two or three levels within a firm are in the Chamber of Commerce: usually it is
mainly the top man who is active enough to get on the Board of Directors. (Inci-
dentally, this is one advantage to being top man in a small company: you can fit
in at a higher level than a man of similar salary level in a larger plant.)

There is a rank order to the service clubs as well. The persomnel of
Mediana Bell demonstrate this rather nicely: the District Commercial Manager is
in Rotary, the Local Commercial Mznager is in Kiwanis, and the Plant and Traffic
Chiefs are in such lower ranking clubs as Sertoma and Optimists, There is a say-
ing in Mediana to the effect that Rotary owns the town, Xiwanis runsit, and the
Jaycees do all the leg work,

If we look at differences among individuals in their participation levels
and patterns, one is immediately struck by how important is an individual's age,
The young men below the age of 35 are rarely very active in any organization ex-
cept the Jaycees. Men over 55 are also somewhat inactive. Indeed, many of our
older respondents explained to us somewhat defensively that they had to "taper
off" in their activities., This older group often tended to talk of Mediana's
civic life as it had been when they were very active, The peak of activity,as a
consequence, comes in the age period of 4O to 55, If a man is going to play some
important role in Mediana, then he will play it at this period when his occu-
pational career line is well laid down and he can afford to take time off from
his job, for leadership in civic organizations is time consuming. One respondent
said that the Past President of the Jaycees had attended 358 committee meetings
in a one year period,

Several respondents noted that civic life in Mediana reflected this age
grading in a kind of cyclical alternation of activity and quiescence. A4is a
particular age cohort passed through its active period, the tempo of civic active-
ity would speed up. As this cohort aged, but still retained office, things would
slow down until the next peneration became numerous enough to take over the reins
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of leadership. Indeed, the past history of Mediana seems to show some cyclical
characteristics.

As to the extreme of highest participation, it is necessary to consider
more personal characteristics. An individual who is highly active over a con-
siderable time span is indeed an unusual person, He must be willing and able
to spend as much as half of his time on his community work. As a consequence,
he must obviously have his job well in hand. He must be able to stand the frus-
trations and tensions involved in "commititee work" or in fund solicitation.
Finally, he must be prepared to donate heavily himself to all of these or to get

his firm to do so, for leadership has its pecuniary responsibilities as well as
its social ones.

There are several types of individuals who are likely to show some of these
characteristics. To begin with, bachelors and childless married men without heavy
family responsibilities might fit the bill at least as far as time availability
is concerned. Indeed, the city solicitor, a bachelor, and the present president
of the Chamber, a childless married man, tend to confirm this hypothesis, although
there are numerous examples of its contradiction in cther cases.

Men who are over-intelligent for their jobs, or who are in jobs which do
not consume their entire energies, are also likely to find their way into the
hyper-active group. Civic life offers an outlet for their surplus intelligence
or energy. Both field workers were struck by the manifestly high intellectual
abilities of community leaders.

Finally, the small businessman who runs a local sales agency for a national
firm most nearly fits the bill as far as time availability on his Jjob is concerned
‘Businesses that do not involve full time tending to the demands of the occupation
tend to provide more than the usual amount of leaders in community affairs. Per-
haps the most congenial example here is the individual who was awarded the title
of "Mr, Mediana" and who is involved in most every commitiee or club in town.

(In fact, wherever we went in Mediana, we ran into him,) "Mr, Kediana" is local
distributor for a national oil company, a man between L0 and 50 years of age, and
if we judge his verbal ability correctly, somewhat over-intelligent for his grade,

L]



VI, COMMUNITY EXPECTATIONS OF BUSINESS ENTERIPRISES:

- WHAT IS EXPECTED BY. WHOM FROLi WHOM?

If the participation of business managers in community affairs is as we have
interpreted it, a matter of conforming to company policy and to the prevailing
patterns of life in the business community, then we should be able to detect
the existence of commonly agreed upon expectations concerning the roles to be
played by business managers. Such is indeed the case, as we shall show in this
section,

However, the expectations as we encountered them are not entirely uniform.
Expectations vary according to the holder and according to the firm and person
about whom the expectations are being held. As far as the holders of expectations
are concerned, we may distinguish three groups: the general public, the business
comunity, and community leaders, the latter consisting of office holders in the
civic associations and the local govermnment., As for firms, we can distinguish
four types: enterprises which are branches of national companies, public utili-
ties, absentee controlled commercial establishments, and Jocally owned firms,
either industrial or commercial,

Expectations held by each group of the various types of firms are inferred
from the interviews rather than directly manifested in them. As in the case of
most role expectations, both the audiences and the role takers have so thoroughly
assimilated the social definitions of the parts they are supposed to be playing
that there is considerable confusion in their minds between what is done and what
is expected to be done,

This last point leads to some important policy considerations that are
worth discussing in a digression at this point. Except in the areas of behavior
where firm moral or legal strictures apply, public opinion more often follows be-
havior with its approval rather than leading behavior with its expectations.
Especially in this rather optional area of community participation, it cammot be
expected that expectations will exceed what is being presently done. We are fairly
sure that if business policies were to change in the direction of greater partici-
pation and heavier contributions, public opinion would shift its level of expecta-
tions to cover the new norm. In pursuing policies of merely meeting what expecta-
tions are at a given time, one runs the danger of "me too-ism," of being always a
follower in an area where inmovation and leadership gain special recognition.

To return to the main topic of this section: since expectations are rather

vague, the reconstruction of them as detailed below presents a picture of greater
firmness than exists in reality. The reader should keep this point in mind,

A, Vhat Is Expected By The Professional Community Leader

The most definitely structured expectations are those held by persons most
directly concerned with the community, the office holders in local govermment and
civic organizations. Professional managers of the Chamber and United Fund, the
officers of city govermment, and leaders of service clubs are the most vocal
sources of pressure for participation in Mediana. It is obvious why this is so,
Participation is their business, and the success of their endeavors depends heavily
on their abilities to marshall enough in the way of volunteers and contributions
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to demonstrate the viability of their respective organizations. While this is
particularly true of voluntary organizations, it is also the case, although to
a lesser degree, for the officers of local government.

What do these leaders expect from business enterprises?

1. Expectations from All Businesses:

Perhaps the main expectation concerns financial contributions to the organ-
ization. Here expectations vary according to the size and prosperity of the busi-
ness operation., The larger and more prosperous the operation, the more it is ex-

pected to give and to help the civic organization to obtain funds from other busi-
nesses.

In part, expectations are greater for the larger companies because they are
believed to be the pace setters for others. In part, it is because large firms
contribute so great a proportion of the civic organization's tobtal take, and hence
are the most important source of support.

In addition, businesses are expected to supply personnel to man committees,
and to do all the work that constitutes a "project." A "cooperating" firm is de-

fined as one which is libéral in assigning one or another from their staffs to do
community "duties,"

To enforce these expectations community leaders wield a potent weapon.
They are in a position to make authoritative comparisons among companies, This
sanction is employed self-consciously, somewhat to the embarrassment of those who
have felt its sting as the following examples show:

"It isn't the community that expects you to foot the bill for
every two-bit charity that goes on in this town. I+'s the
managers of the various funds who are trying to make a big
name for themselves in the community.!

(Manager, Midwest Electrical)

"No, it's not the community (that expects a lot from the tele-
phone cempany). It's the few individuals in key spots who use
these things for selfish purposes." (Manager, Telephone Company)

Both of the respondents quoted above feel that more is being expected of
their organizations than they can legitimately deliver within the limits of their
authority, Their feelings about the managers of the Chamber of Commerce and of
the United Fund drive are that the latter are manipulating expectations to give
a better appearance to their activities than is really necessary as far as the
purposes of the civic organizations are concerned.

Community leaders hope that each fimm lives up to the expectations they
hold of it. However, the highest rewards do not go to those who fulfill these
expectations alone. Additional credit goes to those firms whose participation
is performed in proper style. Grudging and reluctant fulfillment of expectations,
even if such is complete, is not regarded as highly as partial fulfillment accom-
plished in a spontaneous and generous mood.

Perhaps the best way to define this style element is to give a few ex-
amples: the two companies which received especially commendatory remarks from
the United Fund manager were Mediana Power and Power Parts. Mediana Power!s
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manager was praised because he had worked out a method, by cooperating with the
Utility Workers' Union, of getting around the Power Company's stricture against
payroll deductions for the United Fund. Union representatives and company person-
nel men stationed themselves at the pay office on pay day and solicited contri-
butions from the Power Company employees,

Power Parts received special praise because of its policy of permitting
its workers to work up to four hours overtime at time-and-a~half, the wages so
earned to be contributed to the United Fund. The overtime is worked on a par-
ticular day each year, specialiy designated as "Good Neighbor Day." Power Parts
gives to its participating workers special stickers for their cars and windows of
their homes as visible indicators of contributions as "Good Neighbors,*

The common element running through these two examples is their unbureau-
cratic quality. The Power Company manager sidestepped company policy; the Power
Parts' "Good Neighbor Day" has a dramatic character,

It is especially informative to compare the United Fund managert's opinion
of Mediana Bell to his opinion of the Power Company which he singled out for
special praise. In point of fact, Mediana Bell's contribution to the United Fund
on a per capita basis--both its corporate contribution and personal contributions
of its employees--was higher than that of the Power Company. The rank order of
firms and their contributions to the United Fund are shown in Table VI.1. Indeed,
Bell Telephone in Hediana ranks third highest in its overall contribution to the
United Fund and first in its employee contributions as Table VI.1 shows,¥*

Despite the very high showing of Mediana Bell in the rank order of contri-
butions to the United Fund, the manager of the United Fund talked in the interview
as if Hediana Bell was doing relatively poorly.Perhaps the best way to show his
attitude is to take some excerpts from the interview itself:

*Note that Table VI.1 lists the nunber of Mediana Bell employees at about
150, approximately half the official figure given the researchers by the company,
It may be that the figures shown here refer only to those Bell employees who re-
side in Mediana proper, accounting for this discrepancy, Obviously, if the num-
ber of Mediana Bell employees were double this number, then the per capita con-
tributicns of Mediana Bell would be considerably smaller. Whether this is the
case or not does not really affect the discussion on these few pages. Since the
manager of the United Fund believes that his emoloyee figures are largely correct,
then his mispercception of the per capita contributions of various companics cane-
not be based upon the accuracy or possible inaccuracy of those figures. It should
be noted also that the sizes of the various other firms in Mediana arc underesii-
mated in this rcport. ’
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TABLE VI.1

PER CAPITA CORPORATE AND EMPLOYEE CONTRIBUTIONS
TO UNITED FUND IN MEDIANA: 1957
(Shown only for firms with 100 or more employees)

Fims micyecs Gorporate. Mgloyee TGl Sits Tank order
Gift Gift Gift
Power Parts (900) 11.11 6.72 17.83 1
Metal Tools (320) 15.20 2.51 17,71 2
Mediana Bell (1L3) 5.59 7.97 13.56 3
Mediana Publishing Co. (16L) 6.71 6.10 12.81 l
National Electric (178) - L. 33 7.87 12,20 5
Ajax Steel ($50) 8.61 3.33 11,94 6
Mediana Minerals (137) 9.67 - L.61 11,28 7
Mediana Power (100) 5.00 6.15 11.15 8
#Cement Company (360) 6.67 3.31 9.98 9
sFerro Company (232) 4.31 h.17 8.48 10
American Ceramics (1829) L2 2,92 7.8L 11
Farm Machinery (2L0) 5.63 1.%0 7.53 12
Indian Pottery (179) 6.1l 0.00 6.l 13
Battery Company (107) 3.27 3.02 6.29 1k
Mediana Package {(350) 1.ho 3.43 .92 15
Midwest Electric (882) 2.83 1.88 L.71 15
Mediana Boiler (325) 3.77' 0.38 h.15 17
Smith-Jones Glass (1282) 3.12 0.00 3.12 18
Plumbing Company (175) 1.71 0.00 1.71 19

%Firms located outside Mecdana in nearby emall towns.

Source; Mediana United Fund
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"The Power Company manager (compared to the Telephone Company
manager) has more autonomy. The Power man has been president
of the Chamber,while the Telephone man has only been president
of Rotary. The telephone man doesn't 'get the total picture,!
He doesn't admit the overall eivic importance of the communi ty
to the Telephone Companyts activity. While the president of
(State) Bell has been active in the Community Chest, this
group here does not have as high a participation,"

"Davis then asked whether there are any extremely high partici-
pators in the United Fund in town. (The manager) replied that
there were two companies who were especially outstanding in
this area. The first was Power Parts Company. They were the
largest contributors to the United Fund, and in addition spon-
sored local sports, a baseball team. On +the other hand, the
largest employee contribution was at National FElectric and
this is consequence, said the manager, of the fact that (one
of the founders of National Electric) was one of the original
leaders of the Community Chest movement, National Electric
has always cooperated very strongly with United Fund."

It is interesting that the United Fund manager rates National Flectric
above Mediana Bell in its contributionsswhereas, in actual fact, as Table VI,1
indicates, Mediana Bell gave both a larger corporate gift and obtained larger
pledges from its employees, National Electric is fifth in the list of firms
while Mediana Bell is third.

Perhaps part of the reason why Mediana Bell fares so poorly in obtaining
credit for the contributions it does make to the United Fund can be seen from
our interviews with the local cormercial managers, Both commercial managers ex-
pressed very defensive attitudes toward the United Fund contributions of the
company. Both felt that Mediana Bell in its corporate giving and in its employee
gifts was under attack from the United Fund for being somewhat niggardly. As a3
consequence they had readily available a battery of arguments to irdicate that
they could not give any more to the United Fund. One of the arguments concerned
a state tax on the operations of public utilities, a tax which is earmarked for
public welfare use. The amount of the tax collected in Mediana was around
$17,000, which both commercial managers proudly displayed to our interviewers
as Bell's high contribution to social welfare in the Mediana area, In addition,
both complained that they themselves have relatively little autonomy, & "formula"
was applied in the division headquarters which automatically yielded the amouat
which could be contributed to the United Fund in Mediana. Becatse these. argu-
ments were so readily brought out by both commercial managers, the interviewers
- had the feeling that these were also the arguments which were paraded before the
United Fund manager or the Industrial Solicitation Committee when the time- came
for the United Fund campaign.

We are certain that the Hediana Bell Telephone managers were unaware of
the rather high place in the rank order of firms that their company occupied as
far as contributions to the United Fund were concerned. In contrast, other
managers of business enterprises were much more firm in indicating that they
were doing their share,or better than their share,in contributions to the fund,
In short, the telephone managers left an impression with the interviewers of
being both apologetic and defensive about a level of contribution concerning
which they had every right to display a considerable pride.
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This same defensive attitude was also reflected in some of our intervieyws
with employees in the plant or traffic department s. One plant man, when inter-
viewed, was told by the interviewer that the lMediana Bell Telephone Company did
rather well in its employee contributions, The respondent completely misunder-
stood our statement and immediately went into a defensive story about how the
employees' contributions could ot be much higher because of the uncooperative
attitude of the union. When told again that the employee contribution of Mediana

Bell was the highest in Mediana, he looked rather skeptical and went on to another
topic., '

In contrast to this picture of grudging compliance and openly admitted
powerlessness, we may view the attitudes displayed by the personnel manager of
Power Parts. While we were interviewing him, he received = telephone call from
a Fund solicitor, It was obvious from the content of the call that the solicitor
was trying to get the personnel manager to raise the contribution of Power Parts
to a fund drive presently being sponsored by the Chamber of Commerce, The person~
nel manager was extraordinarily skillful in giving the impression that he and the
prlant manager were primarily responsible for granting such contributions, and, at
the same time, indicating that he would have to pass the matter on to higher
echelons, He accomplished this by indicating to the caller that higher echelons

ately after the telephone call the bersonnel manager called the plant manager and
displayed quite a different viewpoint, At this point the conversation was all

about how they could word the request to the home office so that the latter would
accede to it.

In short, for the manager of the United Fund the spirit of giving is as
important as the actual amount given., In the same way, the Chamber of Commerce
manager!s view of the "cooperativeness" of various enterprises also weighed heavily

the elements of spontaneity and style. This is perhaps best illustrated by the

manager's reference to the Mediana Bell manager in the town:

"iMediana Bell,! said the manager, 'chisels on its contributiors
to the Chamber of Commerce and to the other community funds,!
He felt that they were not baying their share. More specifi-
cally, concerning the Telephone Company, he said, 'They are:
almost obnoxiously efficient. If you make a request to them
they will route you quickly through six people and never let
go of you, If you call the business manager you have to talk
to six people, each of whom is so efficient that you want to
slug him, You just can't S&y you'll call back. They just
won't let you off the hook. They're very touchy to any criti-
cism. They may think they're giving the right support to the
Chamber but. .. (shrug)!m¢

*Both commercial managers warned us that the opinion of the Chamber of
Commerce manager of Mediana Bell would be less than perfect. The local manager
indicated that the Telephone Company had at one point dunned the Chamber of Com-
merce manager for a long overdue bill, This was the cause for the Chamber of
Commerce manager's attempt to reach the telephone manager on the phone. There
was also apparently anotrer instance of a run-in between the manager and the
Chamber of Commerce fellow. This concerned a request made by the Chamber's
Industrial Development Committee that Mediana Bell offer to move a long dis-
tance line,located where an industrial plant was proposed to be built, without
cost to the construction company. The manager stated that in order to do this
they would have to get permission from a division headquarters where liaison was
maintained with A.T.&T. The telephone manager indicated that the Industrial De-
velopment Committee personnel were quite put out by this explanation.
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The local leader of the Republican Party referred to the style and spirit
of participation as "the local touch." The local touch, by his definition, was a
method or a way of proceeding with one's contacts in the local community, which
was calculated to bring about good will on the part of locals and the various
organjzations in the town. He classified companies according to whether or not
they had "the local touch." His remarks concerning Mediana Bell iwere as follows;

"They stay out of things. They tend to their own business.
Now they don't hold back-~they don't throw cold water on
things." .Asked if they had the local touch, he replied:
"Well, they do have two or three people in the Country Club,
but T wouldn't Say that they were leaders in town, They
don't hold back, though,

B, Business Community Expectations

The business managers in Mediana have somewhat less firm expectations con-
cerning the participation of other business enterprises in the community. Perhaps
the common theme which ran through all the interviews was that they expected other
business managers to "do their share." In fact, this comes out quite clearly in

the way in which they talked about their own companies, Perhaps the most frequent
response was, "We do our share,

Specifically, a "proper share" means participating in the following activi-
ties: a company should have a number of memberships on the Chamber of Commerce,
the number being proportionate to the size of the company's operations in Mediana,
The company should make a reasonable corporate contribution to the United Fund and
to the special drives. It should allow the fund solicitors to have access to its
workers, and to allow a payroll deduction plan for United Fund gifts and pledges
to other fund drives. The company should send some of its managerial personnel
into the various service clubs and its younger executives into the Jaycees. Some
member of the firm should be in the Country Club,.

In addition, the managers should be "good fellows," that is to say they
should go along with the rest of the business community in enjoying the kinds of

Pleasures, private and public, that are the prevailing modes of social life in
Mediana.

It is not expected that a company should strive for leadership in the civie
organizations or in other community activities, However, if some member of the
company does provide leadership,it redounds to the benefit of the company,

Concerning the Mediana Bell Telephone Company, the opinion of the business
community was that Mediana Bell was doing its share but not anything more thar

thate The following excerpts from some interviews indicate the prevailing opinmion
of Mediana Bell:

"Asked whether the utilities in general were active or inactive,
he replied, !They normally contribute, They do their share,!
Asked specifically about Mediana Bell he saild, 'I don't know,
I guess they do their share,!'" (Manager, Mediana Chemicals)

"I haven't run into them very much,"
(Manager, Chain Retail Store)
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"They have provided leadership in the paste. Their manager is
ex-president of Rotary and has been active in the Chamber .,
They're not as active in industrial development as we are,
It's not as important to them, of course, If a new firm
comes into town they could be a big load for us but might
get just two or three telephones.® (Manager, Power Company)

"There's not much difference in Mediana Bell any place, Those
service companies, that's all they have to do, offer service,
and they have to have their people out so they're all active."

(Manager, Smith~Jones Glass Company)

"They're fine as far as I know. They hire high type people
there. Their district manager is a past president of Rotary."
(Past-President of Rotary Club)

There were a number of enthusiastic comments on Mediana Bell, as the fol-
lowing atypical comment shows:

"Their policies are farther reaching than lMediana Power's,
AT&T, of course, is one of the larger firms in the country,
They're larger than Mediana Power. I would say that their
patterns are more crystallized and their scope is greater,
All things considered, I'd say they had more latitude at the
local level than Mediana Power, They tend to develop a set
of general principles and then they break them down on the
local level. They do a marvelous Jjob of screening, a wonder=-
ful job. People in Mediana Bell are topnotch men. There are
some of these fellows, they're fine men,"

(Plant Superintendent, Midwest Electrical)

Co Empectaticns Held by the General Public

Perhaps the weakest expectations concerning participation along the lines
desired by the business commnity in Mediana are held by the few members of the
general public whom we interviewsd, For the general public, the world of com-
munity organization is a newspaper phenomenon-~that is, something about which the
newspaper generally prints articles but which has relatively little connection
with their everyday life. The typical respondent was more concerned with those
community problems which were amenable to political treatment than to those which
were amenable to treatment through the voluntary organizations. Typically, the
average citizasn was concerned with such community problems as parking, street
conditions, the pollution of Mediana's rivers, and the provision of adequate
recreation for children. Business community projects are usually on a "higher"
plane, concerned with less "concrete" matters,

When asked what should be the obligations of a business to the city where
it is located, the replies received from the general public were as shown in
Table VI,2, Twelve of the fifteen respondents indicated that a primary obligation
of a business was to pay "adequate" or "just" or "decent" wages., This obligation
to maintain a reasonable wage policy was the most important one in the minds of
our respondents. Another nine referred to "working conditions" indicating that it
ks~ the obligation of an industry to provide conditions of work which are not
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dangerous to life or limb and have some amenities, The typical respondent would
refer both to wages and working conditions as areas in which businesses had their
primary obligations,

Four indicated that businesses should not be "anti-labor"--that is, they
should have an accommodative attitude toward labor unions. Three referred to the
permanency of the plant, indicating that the industry should "stay in Mediana,"
Another trio spoke of contributions to fund drives--significantly; the three middle
class respondents in the general population sample,

Two referred to "contributions to community progress," meaning largely
aiding the town to obtain additional industries.

Finally, one each referred to "becoming part of the towm" and to keeping
their plants looking well.

Note that the major emphases given by the general population sample, cone
cerns obligations to offer and maintain high labor standards, referring to wages,
working conditions, and attitudes toward unions.

A minority of respondents referred to the typical activities of the civic
organizations of the community, Significantly, the three respondents who referred
to this sort of obligation were members of the business community themselves; a
medical doctor, the owner of a business equipment and stationery store, and an
engineer in one of the industrial plarts.

TABIE VI,?2
GENERAL POPUIATION SAMPIE EXPECTATIONS OF
BUSINESS ENTERPRISES IN GENERAL

"What should be the obligations of a business to
the community where it is located?"

Number of

Response Respondents
"Decent" or "reasonable" wage policy 12
YReasonable working conditions" 9
"Humane labor policy"; i.e.,not anti-labor union L
"Stay in town" 3
"ake contributions to fund drives" 3
"Contribute to community progress" 2
Become "part of the towm" 1
Have a "good housekeeping policy;" i.e,,beautify 1

plant

Total respondents 15
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Although there were only 15 respondents, 32 responses are recorded in
reply to this question, indicating that a respondent had two obligations in mind

in answering this question, typically referring both to the wage policy and work-
ing conditions,

Respondents were further questioned specifically about the obligations of
public utilities to the community which they serve, Four of the respondents saw
utilities as having no Special obligation other than that of an ordinary business
organization in town, Five respondents considered that utilities owed an obliga-
tion to provide the best possible services. Another three respondents focused
upon the rates charged by utilities, indicating that they had an obligation to
provide their services at "reasonable" rates. Two respondents indicated that they
felt that public utilities should stay out of politics, one respondent going so
far as to say that they "should not bribe our politicians like they've been doing,"
Probing a little further into the responses made concerning politics, it was our
impression that the respondents were referring to public utilities bribing or
otherwise inducing certain leaders to allow them to raise rates. Finally, ore of
the respondents referred to contributions to community funds, one to "beling fair

to workers™ (this respondent was a Negro) and another one referred to the theme
of becoming "part of the town." '

In short, the expectations held by the general community, as reflected in
our sample at least, were primarily along the lines of providing good service at
reasonable rates. It should be mentioned in this connection that two or three of
the respondents indicated that good service was currently being given., One
respondent who was vociferously "anti-business" and "anti-Chamber of Commerce™

referred to the utilities with considerable praise as being ocutside the business
community .

TABLE VI,3

GENERAL POPUIATION SAMPLE EXPECTIONS OF PUBLIC UTILITIES

"Do you think they (public utilities) owe something special
to the community because they are utilities, or are they
expected just to be the same as any other business?"

Number of

Response Respondents
"Same as any other business® L
"They should provide the best service! 5
"They should have reasonable rates" 3
"They should stay out of pelities® 2
"They should be fair to workerst" 1
"Make contributions to funds" 1
"Become part of the town" 1

Total nunber of respondents 15
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In sum, the important segments of Mediana hold the following expectations
concerning the obligations of business enterprises in the local community:

1, Community leaders, understandably, hold the strongest and highest
expectations. They expect business enterprises, especially the
larger ones, to provide financial support, manpower, and some
degree of leadership to community enterprises. Their expectations
are best fulfilled when the participation is accomplished in a
spontaneous and unbureaucratic fashion,

2+ DBusinessmen hold similar expectations, although not as strongly.
A business enterprise is expected to "go along" with community
activities, contributing its Y"fair share® in manpower and money,

3« The general public .is more concerned with the labor policy of a
firm, considering it to have an obligation to provide steady em-
ployment, at adequate wages, under decent conditions. The con-
tributions of firms to fund drives are appreciated but not con-
sidered vital, Participation of managers in community organizaw-
tions is viewed likewise with, at best, lukewarm approval,

e Public utilities are not expected by either community leaders or
businessmen to be outstanding contributors or to provide leaders
in community projects. Rather, they are viewed as part of the
cohorts in the community organizations.,

S5« Public utilities are not’ viewed much differently from other business
enterprises by the general public, with the exception that they are
viewed to be under an obligation to provide good service at reason-
able rates. By and large, Medianians are certain that good service
at reasonable rates is being rendered by both the power and tele-
phone companies. In this sense expectations are being fulfilled,

Whether or not these expectations would also be found to characterize the
Same groups in other communities is, of course, impossible to say., In Mediana,
the business community is well-organized around the Chamber of Commerce and the
service clubs. In another community whose civic life was less well developed,
expectations are likely to be weaker. Similarly, in-a community in which em-~
ployment is not a problem, the general public might focus its attention on other
types of business activities,

There is one characteristic of these expectations which bears comment.
By and large, expectations do not run very far ahead of performance. There is
great confusion between what 1s done and what should be done. By and large, in
Mediana, things are going well, Only laggards are not living up to expectatiors.
This suggests that expectations generally do not lead practice but follow and
legitimate it. The highest praise and regard in all querters go to those who

exceed expectations, especially when the excess is accomplished in a graceful or
dramatic fashion, '



VII. THE IMAGES OF MEDIANA BELL

Throughout the report we have from time to time shown some evidence of
the kinds of images which Bell has among different segments of the community.

This section of the report is designed to bring these scattered remarks together
in one spote.

Fitting together the remarks made by all the various respondents, we
come to the following pair of composite images: One is the image held by the
members of the business community, and the other that held by the general public.
Although there are some features in common to the two images, there are enough
differences 1o make it worthwhile to view them separately:

A. The Business Community Image of Mediana Bell

In the eyes of the business community, the local telephone company is
not numbered among the more important enterprises in Mediana. Wren major firms
are mentioned, it is likely that a businessman has one or more of the large
industrial plants in mind--Power Parts, American Ceramics, or Ajax Steel.

The low salience of Mediana Bell occurs despite the fact that the num-
ber of Bell employees is substantial (as many, for example, as are employed
at Metal Tools, which is more frequently mentioned as an importaat enterprise).
It is likely that many of our respondents would be surprised to learn the num-
ber employed by Bell; in fact, one telephone employee mentioned that on a
public visitation to the long-distance office, a businessman visitor remarked
that he had believed up to that point that Bell employed only one operator in
Mediana. Nor does the very aggressive public relations efforts of the local
manager, resulting in newspaper articles on Bell in almost half of the editions
published, make any dent upon the business community.¥*

Even the power company, employing less than half the number of emplovees
that Bell does, has more mention than Mediana Bell, (Our file on Mediana Power

-contains more than twice as many entries as the. file on Bell.)

There are several reasons one might advance for the image of Bell as
a relatively small and somewhat unimportant enterprise in the community. For

—

*thh of the newspaper publicity received by Mediana Bell is primarily
of interest to telephone employees--the induction of new members into the Pioneer
Club, the award of a prize for bravery to a lineman, and the like. Most firms
in Mediana get such publicity in the newspaper, although not with as much reg -
larity as the telephone company. The function of such publicity is primaril:
internal to the company; 411 Mediana employees referred to the frequency of
newspaper articles with some pride. In contrast, no other respondent inter-
viewed made any reference to them, although the ads run by one company, Metazl
Parts, did receive some wide mention as being very good publicity.

46
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one thing, the dispersal of Bell facilities among a number of buildings means
that the size of its operations cannot be apprehended directly.* While the
industrial firms in Mediana have physical plants which are, in most cases, quite
imposing and from which the employees stream at quitting time, Bell employees
dribble out of four offices at staggered intervals throughout the day and night.
The out-of-phase nature of telephone activities, of course, hinders public reali-
zation that the number of Bell employees in Mediana is quite large.

The building identified as the locus of the telephone company in Mediana
is the business office, whose appearance is more that of another retail store--
rather handsome, but a store nevertheless. The larger buildings housing the
dial exchange or the plant department are so inconspicuous that the interviewers
passed one of them several times without realizing they were telephone buildings.
(In contrast, the local warehouse for National Electric is conspicuously marked
with a sign in bold red and white letters.)

In this comnection,the higher subjective salience of the power company
is understandable if one takes into account the location of its business officse
on Main Street, on a busy intersection, and the extremely large steam-generating
plant located a few miles out of town. Mediana Power is identified in the minds
of businessmen with its main office and the power plant out of town.

Businessmen also see the telephone company as having a distinctive or-
ganizational flavor, as compared with other firms, Several respondents remarked
that Bell was "pretty much the same wherever you go." -The local Bell outfit
was the on-the-spot manifestation of a system-wide blueprint, without much room
in it for either deviation or embellishment. (In some cases this was pointed
to as a positive feature, sometimes negative, but usually stated as a bald fact
without either approval or disapproval,)

Bell's organization was also seen as bureaucratic--using the word in a
descriptive rather than pejorative sense. Lines of authority were more clearly
seen in Bell than in other companies. In addition, its activities were seen
as manifesting a high degree of rationalization. "Rationaligzation' is used here
in two sensest first, the Bell system has set up a series of rational rules
for meeting most any situation that might be encountered in the conduct of tele-
phone business. Second, Bell employees were so impressed with the way in which
the company had figured things out that the benefit of the doubt in case of soume
question on company policy always went in favor of the company. If the company
does 1t, it must be right. The field workers themselves could not help being
impressed about the degree to which all contingencies which might arise in the
course of conducting telephone business in an extremely wide variety of situa-
tions were provided for in one or another set of rules.

Our impression was that Bell employees helped to foster this bureaucrssic
image by their use of company jargon. The typical Bell employee describes hiw-
self as follows: "I report to X, and A, B, and C report to me." Bell emplo;e: .

%Perhaps the latest move of the business office from a central leca~-
tion on Main Street to a modern office on a side street further de-emphasizes
Bell in Mediana. Indeed, the local commercial manager indicated that since
this move, the number of visits to the business office has declined ,as wall
as the number of telephone contacts, even allowing for the usual seasonal slump
in business office transactions.
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also referred frequently to company policy as the authority for their actions,
almost relying on this reference as sufficient justification. None of the other
business employees referred as frequently to lines of authority and to company
rules. Our impression was that the other organizations had not codified their
rules to the extent that the Bell system had.

Bell's efficiency in conducting its business was a subject of admiration,
particularly on the technical side. As the local commercial manager indicated,
any talk on technical developments was generally highly appreciated at service
¢lub luncheons.

Particularly singled out for comment was the high caliber of Bell person-
nel. The image of a telephone employee was that of a solid citizen, churchgoer,
lover of home and family, morally straight, but perhaps a little on the dull side.
This flavor is caught best in the words of one respondent, "Nice enough fellows
but-‘" . "

Surprising to the interviewers was the finding that few respondents re-
ferred to either the larger (state) Bell company or to A.T.& T. Just as the
employees were more oriented to the nearby division headquarters than to either
the state company or A.T.& T. headquarters, so the respondents rarely traced
Mediana Bell's connections with the remainder of the Bell system. Mediana Bell's
connections with the Bell system were, of course, well known,but regarded as
quite an acceptable and necessary fact which had no implications for the opera-
tions of the telephone company locally. In short, this was not an image of a
local tentacle of a gigantic octopus with its headquarters in the metropolis.

In sum, then, Mediana Bell is viewed as a small operation, efficient,
somewhat impersonal, providing excellent service, whose employees are admirable
Christian gentlemen but somewhat stuffy and dull, and on the lower levels of a
rather tall and well-organized totem pole.

B. The Popular Image of Mediana Bell

In most respects,the popular image of Mediana Bell matches that held by
the business community, &although the telephone company is viewed as a small ‘
firm, perhaps in the. size range of the chain retail department stores like Sears
or Ward's. Generally, respondents expressed considerable satisfaction with, and
even admiration for, the service rendered and the rates charged by the telephone
company. In these last respects, the popular opinion of Mediana Bell is more
favorable than that held by the business community.

The general public considers the telephone company to be as good as, or
perhaps somewhat better than, Mediana Power. Many of the touns surrounding
Mediana are served by independent telephone companies with japparently, notori-
ously poor service. Medianians, therefore, have a standard by which to evaluate
Bell service which always is to the latter's advantage.

The one respondent who had a relative who worked for Bell felt that it
was an excellent company to work for, and generally all the sample rated it as
better-than-average in this respect, although somewhat below either Ajax Steel
or Power Parts. However, to ask whether the company was a good place to work
for often was not a very meaningful question to our wo rking-class respondents.
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While most workers have either thought of working for or have actually worked
for most of the large industries in town, Bell is not significant enough as an
employer to make working for it a real possibility which has been considered in
some detail by a large proportion of the population. An industrial worker gen-
erally knows, either by direct experience or by personal contact with someone
who has had direct experience, the half-dozen or so major industriel companies
in the town. The widespread coverage of the industrial firms is, of course,
alded by the fluctuating nature of their employment and by the high labor turn-
over experienced. In contrast, Bell employees are notoriously stable in their
employment, and Bell's levels of employment do not fluctuate much from time to
time. A job at the telephone company was, as a consequence, considered a rather
remote possibility by our respondents,and hence cannot be expected to have been
realistically appraised. (Perhaps evaluation by women would be quite different,
since the turnover of female personnel is somewhat greater in the telephone com-
pany.)

Those few who had any contacts with Bell employees remarked on the cali-
ber of people hired. Here, as in the business community, emphasis was on personal
cheracteristics--neatness, personability, politeness, morality, and the like.
Interviews with the lower-level people in the telephone company provide a symmet-
rical reflection of this popular attitude. The two service representatives inter-
viewed both indicated how, when their friends or acquaintances learned that they

were working for the telephone company, thelr friends would remark how lucky
they were to work for such a good firm.

While businessmen tended to see the telephone company people as rather
powerless, our respondents from the general population were more willing to ac-
cord them a central place in the local firmament. One respondent, who saw the
Chamber of Commerce as an executive committee of an industrial cabal bent on
keeping Mediana from achieving progress, specifically excepted the telephone
company and other utilities on the grounds that they were big enough to be
"independent" of the local firms. Another was sure that Bell wielded a great
~ deal of political influence, especially in connection with rate cases. The
higher power rating of Bell's image in the general population was based more

on guesswork than on definite knowledge of actual activity.

In sum, then, the popular image of Médiéna Bell is that of a small com-
pany, providing excellent service, staffed by high-caliber personnel, and, for
its size and interests, relatively powerful on the local scenes



VIIT. THE PRESTIGE POSITIONS OF BUSINESS ENTERPRISES

In both the qualitative interviews with businessmen and community leaders
and in the more systematic interviews with members of the general population, at-
tempts were made to discern how individual firms were rated vis-a-vis each other.
Starting out with the notion that a general prestige rank order could be found
which would place each firm in its position along a reputational measuring-rod,
we soon discovered that this was a model which did not fit the actualities of
the case. No general prestige ranking of firms could be discerned.

A. The Business Community Rank Order of Firms

As far as the business and community leaders were concerned, such a gen-
eralized rank order did not exist; each firm was seen as a special, individual
case, perhaps good in some respects, but poor in others. Furthermore, respondents
were reluctant to mix together what they thought to be separate types of organi-
zations in one rank order.

Perhaps the strongest modification that had to be made in the initial ex-
pectations of the researchers was brought about by this last finding, that bugi-
ness enterprises were judged primarily within "family groups, " each "family "com-
posed of those businesses which shared in common some crucial characteristic.

The major business "families" in Mediana were as follows:

1. Industrial companies
2. Retail merchants
3. Service companies

4. Public utilities

Each family was judged more or less according to a separate criterion.
For the industrial group, the crucial elements were as follows: "cooperative-
ness," i.e., the extent to which the firm was cooperating with the central
activities of the business community; the wages and benefits rendered its em~
ployees; and, finally, the quality of the product involved. In these regards
the industrial firms which stood out as top-rank in the community were the
familiar trio of Ajax Steel, Power Parts, and American Ceramics. Dow at the
bottom of the list, each for its own particular reason, could be found the
Smith-Jones Glass Company, the Indian Pottery Company, and, from time to time,
the Farm Machinery Company. The low position of the Smith-Jones Glass Company

-50-



~51-

was achieved by its "uncooperativeness!s" the former policy of the Smith—qoneg
Glass Company discouraged participation by its managers in community affairs.

Indian Pottery was low on the list because most pottery companies had
the long-standing reputation of paying poor wages,  of having held back progress
in the town by dragging their feet on inviting new industry into the community,
and because it had been close to failure in recent years. Our impression of
Indian Pottery, from interviewing the president ang manager, was that this company
was making a rather strong comeback. It will take some time, however, following
through our principle of lag in the diffusion of knowledge throughout the com-
munity, for the general business community to be aware of the now-strenthened
position of Indian Pottery. Its present manager is very much in favor of com-
munity participation, but his time has been taken up in bringing Indian Pottery
back as a going concern. Finally, the low rating of the Farm Machinery Company
can be allocated to its highly tenuous position as a solvent business enterprise.
Its work now is very seasonal, and there are rumors that it will close its plant
completely and move out of town.

The high-ranking firms had certain characteristics which were frequently
pointed to by the persons interviewed. Ajax Steel was always pointed to as a
company which had contributed leadership to the community and manifested a high
regard for the welfare of its employees, as evidenced by the Ajax Employees' Park
and the number of fringe benefits given to workers in the plant. Power Parts was
lauded particularly for its cooperation in community affairs, its fine wage struc~
ture, and its accommodative attitude toward labor unions.

Perhaps the large firm with the greatest variation in reputation from
individual to individual was American Ceramics. Some pointed to American Ceram-
ics's contribution to the community as a reason for putting it very high. Others
pointed to the fact that it was part of the pottery industry and therefore was
with the group that had held back the progress of Mediana so many years. Others

*While the policy of the campany had been to discourage managers from
participating in community affairs, this did not prevent the supervisory per-
sonnel in the Smith-Jones Glass Company from running for public office. The
plant manager of one of the two plants of Smith-Jones had been Safety Director
in a previous mayoralty regime. Others had played parts in other pests. Despite
this, however, Smith-Jones Glass Company was given a rating as being relatively
uncooperative, :

This was a company presently undergoing a transformation in its commmity-
participation policy. It had been acquired within the last few years by a large
container corporation,whose policy with regard to community participation was
almost the exact opposite of the previous management. Now managers were reques-
ted and, indeed, required to go out into the community and participate in Chamber
and service club activities. Several respondents in the business community re-
ferred to this change in policy as producing difficulties for the present managers
It was generally felt that the present management would somewhat hold back on
fulfilling the new policy because of being somewhat unused to playing a role.
Since the manager of Smith-Jones Glass Company was close to retirement, it was
likely that he would be kept on until his retirement and then replaced by someone

who would be more willing to go along with the general spirit of Mediana's busi-
ness community.,
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felt that its wage structure was very low and that the company should, therefore,
be penalized in its general reputation. Among community leaders, particularly,
American Ceramics was not considered one of the best in the town of Mediana.

Concerning the retail merchants, no clear picture of their rank order
emerges. In general, they would be considered a relatively weak group as far .
as participation goes, with no one of the Main Street merchants playing a promi-
nent role in community affairs. When a merchant 4id play arole of some magnitude,
it was felt to.have been his particular accomplishment as an individual and rela-
tively unconnected with his enterprise. Perhaps the small size of the retail
stores makes their operations uppear highly individualized. The store is so
much the personification of its owner that it is seen as having little organi-
zational life apart from the owner himself. A chain retail store like Sears is
evaluated similarly, despite the obviously large organization of which it is a
part.

As a group, retail merchants were not considered very important. They
were regarded as socmewhat grubby, backward in their social and organizational
skills, and incapable of "seeing the large picture."

Service enterprises were regarded as quite similar to the retail merchants,
even though a good proportion of the community leaders were recruited from this
group. Again, whatever is done by an individual redounds to his particular bene~
fit but has little effect upon his organization. Thus, "Mr. Mediana," the local
distributor of a national oil company wag divorced from his distributorship when
he Was discussed as a community leader, as WS the president of the Chamber--~head
of a local construction company. In contrast, the head of Power Parts, Ajax
Steel, or Mediana Bell would never be torn out of his organizational context
when discussed. This finding, of course, reinforces our hypothesis concerning
the non-organizational basis of locals as compared with outsiders.

The three utilities rank generally as follows: first, the power company ;
second, and very close behind, the telephone company; and last, by a good dis~- --
tance, the gas company. The gas company's poor showing is primarily a consequence
of its weak participation policy and the residue of an apparently badly-handled
rate case a few years ago. As discussed previously, the power company's part in

industrial development, a central community concern, has put it ahead of the
telephone company.

Note that the business enterprises, retail stores and service companies
excluded, share at least one rating criterion in common--namely, the extent of
community participation. This criterion becomes the only rank order to be dis-
cerned among businessg enterprises in Mediana. Respondents can place firms
Vis-a~vis each other into some kind of rank order according to their reputations
as making contributions to the community; however, as we have discussed previ-
ously, it is not simply the amount of activity engaged in by the firms' business
managers and supervisory personnel, but the total size of the firm as well. In
a way, the impact of the firm is a product of its momentum, the pace of its
activity, and its weight, the amount of resources at iig disposal. At a given
level of activity, the larger firm, therefore, makes the greatest impact. Hence,
the rank order of firms according to their contributions to the community shows
the characteristic of large firms, almost regardless of their activities, coming
'way out on top. The perceived rank order of firms according to their contri-

butions to the community goes roughly as follows in the eyes of community leaders
and businessmen:
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--""The Top Group"

Power Parts
Ajax Steel

American Ceramics

--"Just Below the Top"

"My company"

--"A Little Better Than Average!
Metal Tools
Mediana Publishing
Mediana Bell

Mediana Power

Sears-Roebuck

--"Below Average!

Midwest Electrical

Mediana Gas

Farm Machinery
Mediana Packing
Mediana Bojler
Indian Pottery
QSmith-Johés Glass

The small retail stores

--"0utright Chiselers and Free-Riders"

Businesses who are not members of the Chamber,
as, for example, the small chain retail stores
on Main Street

Note that there was a tendency for the respondents to put their companies
Just below the top group. In addition, those who were put in the "average" or
"a 1little better than average" groups were smaller firms, whose pecsitions would
have been greatly enhanced were they somewhat larger in size.

B. The Popular Rank Order of Firms

By the time we were ready to do the general population sample, we had a
much more definite view along which dimensions firms were ranked in Mediana,
We were able, therefore, to proceed in a more Systematic way in the general
population questionnaire,
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Using the same twenty firms about which we inquired in the qualitative
interviews, we asked each respondent to rate each firm aloeng the scale of one to
five: first, as a place in which to work; second, as to its contribution to
cormunity welfare; and, finally, as a producer of a product or service.

Two difficulties immediately appeared in this rating task. First, none
of the respondents was knowledgeable encugh to give ratings for each one of the
firms along any one dimension. Second, while most respondents were fairly sure
they knew enough about the matter to rate firms as places of employment and as
contributing to the community, they were much less sure sbout the guality of the
product produced or the service rendered. Table VIII.1 shows how all respondents
were able to do the rating task.

. Table VIII.1 contains the frequency with which firms were not rated by
the respondents according to the type of rating employed.

Surprisingly, among the top five firms in the degree to which they are
known to the population, can be found the following: Mediana Publishing Company,
Ajax Steel, American Ceramics, Smith-Jones Glass, and Mediana Bell. Mediana
Bell's particularly high position comes about primarily because everyone has
experienced its service, and many know of its employment practices. In fact,
Mediana Bell is as well known as the publishing company and the largest depart-
ment store in town--Smith Brothers. If we omit utilities, retail stores, and
service companies, the extent to which a firm is known is pretty much a function

of its size. Thus, the best-known firms are those which employ large blocks of
workers.

If we omit consideration of those respondents who were unable to give a
rating, the average ratings given to each firm are shown in Table VIIL.2. The
lower the rating, the higher the regard of the respondents. The firms in Table
VIIT.2 are arranged according to the average of their three ratings. Thus, the

firm with the highest average rating is Ajax Steel, and the firm with the lowest
is Indian Pottery.

Note that the general population agrees with the business community and
the community leaders as to the top firms in Mediana. Thus, the firm highest
in reputation is Ajax Steel, which shares this position with Power Parts. The
latter is followed at a very short interval by American Ceramics. Below Ameri-
can Ceramics are the two utilities, Mediana Bell and Mediana Power, which share
the same rating. Mediana Bell is considered rather highly as a place to work,
somewhat less so as a contributor to the community, and very high in the quality
of its service.

The industrial firms closest to the bottom of the list are those which
have reputations throughout the community as being relatively poor wage-payers
and providing very unsteady employment--namely, Smith-Jones Glass, Farm Machinery,
and Indian Pottery. The low position of Mediana Publishing Company is a function
of several factors: a recent typographers' strike and some feeling that the
newspaper is biased in its coverage of local news.

Despite the very high position achieved by Mediana Bell, it would be mis~
leading to say that Bell was considered by the general population as the best
firm in town, or "up there" along with Ajax Steel, Power Parts, and American
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TABLE VIII.1

NUMBER OF TIMES FIRMS WERE NOT RATED BY GENERAL
POPULATION SAMPLE

No ratings for

Quality of
Contribution Product or
Employment to Community S.ervice Total
A, Industrial firms
Ajax Steel 1 0 6 7
Local Mineral ~ 10 8 11 29
Mediana Boiier L 5 10 19.
Midwest Electrical 2 2 8 12
Farm Machinery 2 5 11 18
Smith-Jones Glass 1 1 g 7
Power Parts 1 1 7 9
American Ceramics 1 1 I 6
Indian Pottery 1 L 5 10
Metal Parts 5 5 L 14
Average 2.8 3.2 7.1
B. Public utilities
Mediana Bell 1 2 3 6
Mediana Power 7 3 7 17
Average L.o 2.5 5.0
C. Banks
1st National 2 3 8 13
1lst Federal Savings 7 7 9 23
Average L.5 5.0 8.6
D. Stores and service companies
Mediana Packing 3 5 S 13
Smith Brothers 3 2 3 8
Plant Construction Co. 5 L L 13
Sears-Roebuck & Co. 2 L L 10
Klein!s 2 2 L 8
Mediana Publishing Co. 1 1 3 5
Average 2.6 3.0 3.8 :

Grand Average 3.0 3.3 6.1
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Table VIII.?

GENERAL POPULATION RATINGS OF FIRMS

As a Place Contribution Quality of Average of
Firms to  Vork to Community Product - Ratings
Ajax Steel 1.5 1.7 1.3 1.5
Power Parts 1L 1.5 .7 1.5
American Ceramics 1.9 2.0 1.3 1.7
Mediana Bell 1.5 2.3 1.5 1.8
Mediana Power 2.0 1.8 1.5 1.8
Metal Parts : 2.l | 1.9 1.5 1.9
Local Minerals 2.2 2.0 1.8 2.0
lst Federal Savings 2.1 2.1 1.7 2.1
Klein's 2.5 2.l 1.9 2.3
Plant Construction 1 2.6 2.5 2.0 2.4
1st National 2.5 2.3 2.3 2.4
Smith Brothers 2.6 2.4 2.5 2.5
Mediana Boiler 2.8 3.0 1.8 2.5
Mediana Packing 3.0 2.l 2.0 2.5
. Midwest Electrical 2.9 2.9 2.2 2.7
Smith-Jones Glass 3.1 - 2.8 2.3 2.7
Sears-Roebuck & Co. 2.7 C2.7 2.7 2.7
Farm Machinery 3.5 3.2 1.8 2.8
Mediana Publishing 3.1 3.0 3.6 3.2

Indian Pottery 3.6 3.6 3.1 3.4
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Ceramics. While Bell is acknowledged as being a superior type of firm, its per-
ceived size is such that its over-all importance cannot be considered as very
great. If Bell were to have the same rating as it has now and be perceived as
considerably larger in size, its total impact on the community as far as the
general population is concerned would be very high.

Table VIII.3 illustrates the importance of the impact, While Bell is
fairly highly rated, it is not mentioned at all as one of the firms which has
contributed most to the community. In this respect it is the same trio--Ajax
Steel, Power Parts, and American Ceramics--who receive the popular accolades.

TABLE VIII.3

FREQUENCY OF MENTION OF FIRMS AS HAVING
CONTRIBUTED MOST TO MEDIANA

Firm . Frequency of Mention
Ajax Steel 10
Power Parts 8
American Ceramics L
Mediana Publishing 1

(No other firms mentioned)

v - It is noteworthy that although the general population and the members
of the business community use different criteria for arriving at a company's
reputation, the resultant ranking is very much the same. This suggests that
either community participation is highly related to employment policy, or that
the explicit criteria used in rating are not the actual ones employed. We tend
to accept the former explanation, as do some of our respondents who pointed to
"management ideology" as the source for a positive participation policy. It is
apparently the case that those firms which had a strong policy of participation
were also the same firms who paid their workers relatively well and which were
highly regarded as places to work. It would seem that these two policies tended
to go together as a package in the firms in Mediana,



IX. POLICY IMPLICATIONS

In a report on a pilot study we have no right to draw firm, absolute
implications from our findings. On the other hand, we do have a responsibility
to indicate what are the meanings which could be given to our findings so that
their implications for policy are clear. It should be borne in mind by the
reader that these are primarily illustrations of how findings of this sort could
be made relevant to policy. Only a more extensive, systematic, definitive study
can make these implications f'irm enough to be a reliable guide for policy.

A. The Audience for Participation

If we take the Mediana Study findings seriously, the businessmen and
cormunity leaders are the sections of the community for whom the activities or
participation are primarily performed and who, in turn, watch closely and evalu-
ate this performance. These two groups are the primary audience even though the
general public is felt to be an ultimate audiernce. Participation is engaged in
for the purpose of obtaining the approval of the core group, who provide the prime
motive power for the civic organizations and community projects,

As far as we can tell, the general public--especially the bulk of the
industrial workers and the lower levels of the white collar grovp--looks upon
the civic activities from an uninvolved distance, mostly with benevolence but
without conviction that this is the most important thing that a business enter-

“prise could do, In a sense, civic activity is somewhat abstrach: meetings,

charter revision, and charitable actions are not dramatic enough to draw atten-
tion away from the more immediate and pressing claims of everyday life and the
entertainment fare offered by the mass media. Concrete and dramatic actior=—as,
for example, Ajax Steel Employee Park, or Fower Parts "Good Neighbor Day"'~produce
more popular acclaim than the heaviest committee work engaged in by a business
manager. Especially when added to a generous vage scale which is well publicized
the more concrete manifestations, as mentioned above, achieve a considerable im-
pact on the general publie.

r

While this finding may produce some disappointment, especially if the
general public was being viewed as the primary organization for the participastion
policy of Bell employees, a policy of participation is not entirely without con-
siderable benefit to a company. In Mediana, the business community and community
leaders are the most organized element in the community. This is the audience
to which the press and the mass media are oriented, to which public officials
pay attention on a day-to-day basis between elections, and so on., To function
easily and without overt opposition from loecal government and the other organ-
ized aspects of the city, the good will and acclaim of community leaders is use-
ful and perhaps essential.

The fact that the commercial manager of Mediana Bell is asked to explain
to an obviously sympathetic ear the company's position on a rate case or that
the editor of the newspaper publishes so much of the company news regularly fed
to him by the same source, means that the decision points in the community are
accessible and listening, If the company gets into "trouble," the business com-
munity will rally to its side. The local officials will do it favors, and the
conduct of telephone business in Mediana will be somewhat easier.
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A stronger community participation policy will strengthen the ties be-
tween the telephone company employees and the business community. This eventu-
ality plus the high regard of the general public, occasioned primarily by the
company's reputation as an employer and as providing an excellent service, will
cushion the jolts that may be occasioned by any untoward act directed against
the telephone company in liediana. (Some of the ways in which the policy might
be strengthened,rising out of the liediana Study,are spelled out later on in
this section of our report.)

Since it is so desirable to make an impact on the general public, par-
ticularly the most numerous group of blue collar workers and their families, it
surely is worthwhile to borrow or at least to consider some of the devices of
those companies who have been particularly successful in reaching this group
and achieving its acclain,

While it is obvious that Mediana Bell should not increase its labor _
force for the sole purpose of increasing its apparent size in the community, it
can do more to let the community know how large it is at present. The policy
followed presently of letting cost considerations dictate the location of tele-
phone buildings, each activity finding its minimum cost location, could be modi-
fied to take into account the symbolic nature of physical plant as well, If the
telephone company office looks like a retail svore, the comparny will be looked
upon as similar to a2 retail business. The dispersed and scattered patiern of
Mediana Bell operations means that no one can, in the course of his everyday life
in Mediana, get an acquaintance with the size of the local activities.

In addition, the general public willingly gives its acclaim to those
firms who are known as paying and treating their workers well. While Hediana
Bell certainly has a high reputation in this regard at the present time, it
would be well to emphasize this feature of Bell's operations. Certainy, the
emphasis presently placed on the role erployees play in their day-to-dey con-
tacts with the public on and off the job will aid along these lines consider-
ably.

B. The Style and Content of Bell Fmployee Participation

As worked out in practice in Mediana, Bell's participation policy con-
sists of two main efforts: first, that of establishing contacts with community
leaders so that they will be accessible and willing listeners to tae telephone
company's viewpoint; and secondly, of going along, sumewhat grudgingly, in the
financing of community projects. Medians Bell prcbably does a little bit more
than average in everything it is asked to participate in, butbt its employees are
neither leaders nor enthusiastic followers.

Compliance has its rewards, but the greatest accolades go to those who
appear autonomous, set the pace, or who invent new styles of participation. In
this connection, Mediana Bell apparently cannct get full credit for its activi-
ties because its employees use the excuce of powerlessness as a counter to the
demands made of them, rarely set the pace, and mostly go along with what others
have been doing.

Several things come to mind as possible remedies for these minor defects
in policy:
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First, local telephone company employees can avoid jargon which empha-
sizes their subordinate authority position within the company. To describe one's
position in terms of to whom one reports is to emphasize the subordinate aspects
of that position. Rather, if one defined one's authority positively in terms of
over what one has control, the superordinate aspects of the position are empha-
sized.

It is a propos here to mention the impact of the desk arrangements in
the telephone business office on the impression of the local manager's status.
Both field workers felt that the location of his desk in the same office as the
service representatives somewhat off %o one corner had something of the flavor

of a Victorian overseer of copy clerks. This flavor depreciated his status con-
siderably,*

Thirdly, in meeting the demands of community organizations for contri-
butions or other forms of participation, it seemed to us that the telerhone
company should rely less upon the argument that they must "clear" all requests
with division or central headquarters and more on arguments which emphasize their
control over these contributions. It seemed to us that it was a perfectly accept-
able argiment as a counter to the United Fund demand to say that your business
was not as good it might be, but that it was an argument which cheapened one to
say that one did not have the power to set the contribution, Here the example
of the cleverness of the personnel manager of Power Parts in countering the de-
mands of the Chamber of Commerce should be borne in mind,

Fourthly, it should be possible for the Bell organization locally to
find some project which it could define as its special interest, The Power
Company gets its rewards from its activity in industrial development. Industrial
development is, of course, not contradictory to the business aims of the telephone
company and, as a matter of fact, might be looked upon as being directly in line
with its desire to increase its business locally. Particularly since the prob-
lem of industrial development is one which is close %o the heart of the desires
of both the general public and the business community, the sponsorship of activ-
ities in this direction by Mediana Bell would certainly strike very close to the
needs ans aspirations of both of these important segments of the community. In
other communities where other problems are at the fore of people's concern, the

adoption by Bell of these problems as its special concern would certainly redound
to the organization's benefit.

Finally, although it is hard to "egislate" spontaneity, it is obvious
that a more spontaneous attitude toward participation would have its pay-off.
The attitude should be more '"Let!s see what we can do," rather than "I doubt
whether division headquarters will let us do it." Tt might even be possible
for the commercial manager to build up his spontaneity by appearing to fight
division or central headquarters, rather than by his appearing to be most anxious
to comply with whatever limits they have set upon him,

*This depreciation of status is reflected curiously in an interview with
one of the service representatives who pointed to the commercial manager's desk
as an example of the democratic treatment of employees in the telephone company.
She felt that since his desk was no different than her own and located in the
same general environment,that the telephone company's policy was one of equality
between authority and those who were subordinate within the organization.
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X. FUTURE RESEARCH ON BUSINESS COMMUNITY RELATIONSHIPS

Properly to benefit from the experience of a pilot study requires draw-
ing out both its limitations and its implications for future research, The main
body of this report has laid out the major hunches, hypotheses and ideas which
have stemmed from our experiences in Mediana. Much of what we have learned
could not have been fully anticipated, although to persons in the telephone
company our findings may have a very familiar flavor. More important, perhaps,
than the substantive findings is the experience gained in research know-how and
confidence, We now feel very confident that we can design and carry through a

full-scale study of business communi ty relationships that will have relatively
few "bugs," '

The purpose of this section is to state what we believe to be the next
steps in research on this topic. The proposals made here are given only in very
rough outline showing primarily the major dimensions along which research in this
area should be extended, rather than detailed biueprints,

We propose in this section to extend the research on business-communi ty
relations in three complementary directions: first, we suggest that the exist-
ing data collected by the telephone company in the course of its own operations
and internal research be explored, with a view to obtaining an understanding of
some of the factors, other than community participation, which are involved in
public attitudes toward the telephone company. Second, © we propose to extend
the study to cover a variety of communities. Finally, we propose to introduce
variation in the performance of the telephone operations themselves as a major
variable. The details of these suggestions are given below:

A. The Exploration of Existing Data

One of the side effects of the Mediana study was to impress the research-
ers with the extensiveness of the data collected by the telephone company in an
effort to assess its own operations and its impact on the general public, While
these data have been analyzed with what are apparently equivocal results for the
relationships between company operations and public reactions, they may still

serve as an important means of locating the kinds of communities which deserve
special study.

Because our acquaintance with these data is very superficial, we can only
give very rough indications of how they may be employed. Actual use of them must

obviously be undertaken in conjunction with the appropriate research department
of the company.

An important way of making use of such existing data in the design of
future studies would be to make available to the research staff the results of
vhatever analyses have been made on the following topics: The relationship be-
tween company service and public reactions to the company; and, the relationship
between public relations efforts of local managers and public reactions to the
company. Whatever results have been attained may point the way to the incor-
poration of factors which have been neglected in the pilot study.
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Perhaps the primary advantage to be obtained from the use of these
data may be to provide some definite leads to the kinds of communities
which should be studied more intensively. For example, if it has been
found that there is some correlation between service indices and attitudes
toward the company but that this relationship is not perfect, then it might
be best to pick communities where service is poor but opinion of the company
high and where the opposite obtains, so that we may investigate those factors
which produce these deviations from the general trends.

The precise uses to which these data might be put cannot be entirely
anticipated in advance. Better acquaintance with their nature and quality,
and the extent to which they have already been analyzed, would be required
before we could anticipate specifically how they can be used.

B. Extension to Additional Commurities

The characteristics of Mediana which distinguish it from other
American communities condition,heavily the findings of this pilot study.
Mediana is a small city, whose industry is relatively diversified in
ownership, type of products produced, and in the sizes of irdividual
establishments. Its community life is quite vigorous, although perhaps
not exceptionally so for its size and location. Mediana's political life
is one~sided, being a heavily Republican community. These are all features
which, if changed, might have conditioned the findings arrived at. We
stress "might" in the last sentence because it is not clear that they would
do s0, only that it is reasonable to assume so.

There are several significant dimensions along which cormunities
are known to vary with concomitant effects on the nature of living within
them. Perhaps the most important is size, the differences between hamlet
and metropolis having furnished materials for several generations of soci-
ologists. 1In the large metropolis, the business community itself is strati-
fied with its highest levels perhaps even further removed from the general
populaticn than in Mediana, At the same time, the telephone company higher
headquarters location is likely to be in a metropolis so that the position
of the company in the business community might not be as slight as in
Mediana.
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Another important dimension concerns the extent to which a comaunity is
economically independent or dependent. One extreme is represerted by the dormi-
tory suburb, where few residents work in the communities where they live, and the
major businesses are stores. What is the position of the telephone company and
other business enterprises in such a community? At the other extreme, the fully
developed city with its dependent hinterland, exchanging goods and services with
other communitiess is approximated to some degree by Hediana, where the telephone
company 18 considered relatively unimportant,

A third difference among cities concerns its social organization.
Mediana's community life has a "seamless" quality to it,with no major gaps be-
tween conflicting groups. With a lively two party system, and the existence of
rifts between segments of the cormunity, the nature and evaluation of community
participation may be quite different. For example, the importance of access to
community leaders on all sides of the major alignments may be considerably aug-
mented, both as far as public attitudes toward the company and as far as making
telephone activities, as such, easier.

C. Variations in Telephone Company Operations

Despite the degree to which the telephone company appears to be ration-
alized, variations in its operations are almost inevitable. There are differences
among individual managers, differences in the situations faced, differences in
the quality of services rendered. These are all factors which might conceivably
alter the portrait of the local telephone company as we discerned it in Mediana.
After all, Mediana Bell is represented in the commumity by only a handful of
persons on the managerial level, The nature of the response to the company might
be a function of personal qualities of these persons, to some extent. In addition,
no respondent in Mediana was dissatisfied with telephone service, and only one had
anything adverse to say about its rates. It seems likely that the good quality of

service rendered placed a floor under the opinion of the telephone company in
Mediana.

Vhat would be the results of a study like this in cities where telephone
activities were different? In selecting cormmunities for further study, some vari-
ations along the lines indicated above should be built in. The research suggested
above on existing telephone company data should provide the clues to the major
axes of differentiation to be built into the selection of cormunities. In the
absence of such research, perhaps our best bet would be to consider situations in
which both service and the community relations activities of commercial managers
varied. . ’
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Roster of Persons Interviewed
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Roster of Persons Interviewed

1. Business Managers:

Plant Manager, Ajax Steel
President, Local Minerals

Plant Manager, Midwest Electrical
Supervisor, Midwest Electrical
Supervisor, Midwest Electrical
President, First National Bank
Plant Superintendent, Smith-Jones Glass Company
Plant Manager, Power Parts
Personnel Manager, Power Parts
Plant Superintendent, Power Parts
Treasurer, American Ceramics
Division Manager, Mediana Gas
Division Manager, Mediana Power
Manager, Chain Retail Store
President, Indian Pottery
President, Mediana Publishing

2. Community Leaders:

Former Editor, Mediana Publishing
Manager, United Fund

Past President, Rotary Club

Chairman, Mediana County Republican Party’
City Councilman

City Councilman

Member, Library Board

City Solicitor

"Party Boss,!" Democratic Party
Member, Mediana Board of Education
President, Junior Chamber of Commerce
President, Chamber of Comrerce
Superintendent of Schools

Mediana Historian

Officers, Taxpayers' League (3)
Manager, Mediana Community Center
Manager, Chamber of Commerce

Catholic Priest
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3. Telephone Employees:

Commercial Department:

District Manager

Local Manager

Business Office Supervisor
Business Representatives (2)

Traffic Department:

District Traffic Manager
Assistant Traffic Managers (2)
Chief Operator

Plant Department:

District Plant Superintendent

Plant Chief

District Plant Bngineer

District Construction Superintendent

L. Ceneral Public: (Note: Only men were interviewed)

Sales Manager, Candy Company

Shearsman, Ajax Steel :

Tile Matcher, American Ceramics
Physician

Pipe Puller, works for oil well company
Helper, rolling mill, Ajax Steel
Manager, Shoe store

Truck Driver, Construction company
Guard, Battery Company

Engineer, Cement Company

Teacher, High Schocl

Teacher, High School

Foreman, Construction company
Supervisor, Art pottery

Proprietor, Stationary and office supplies company
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APPENDIX B

Interview Guide Used for Qualitative Interviews
with Businessmen and Community Leaders

Uniform Backg;ohnd Data:

4, Age

B. Place of education and educational attainment

C. Marital status and life cycle position

D. Place of birth

E, ZLength of time in "Mediana

F. Religious affiliation: (denomination if Protesfant)

G. Politics: local and national

Topical Qutline:

A. Structural position of informant:
-1, Authority within firm

2, Activity involved in role

3. Community institutions contact involved in role
B. Amount and kind of community activity:

1. Business organizations

2. Community service organizations: e.g., United Fund, etc.
C. Expectations for activity perceived

1. VWho expects

2. What do they expect and why

D. Consequences of activity:
1. For the firm
2. For the individual

3. What wculd happen if they didn't participate
E. Perceived position of other firms and positions in activity:

F. OSpecial position of utilities vis-a-vis other business fims:



QUESTIONNAIRE USED IN GENERAL POPULATION SAMPLE

NORG
Survey L06
7/57

We are conducting a survey of public opinion here in Mediana. We have been ask-
ing Mediana citizens what they think of their community and of various businesses
and industrial firms.

1. How long have you lived in Mediana?

TF LESS THAN WHOLE LIFE:

ia. Where did you live before that?

1b. How did you happen to come here?

o, 1In every city there are some things that the community is particularly proud
of. What are some of the things in Mediana that you are most proud of?

3., Are there any things you can think of in the city that need to be improved?

Anything else?
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"

You mentioned (problem areas from Question 3).
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FOR EACH AREA NOT MENTIONED IN DETAIL IN QUESTION 2 or 3:

lia..

Lib.

Le.

hd.

he'

What is your impression.of the employment situation in Mediana?

How about wages?

City government?

Schools?

Public utilities?

individuals in town that are working to improve that?

What are they doing?

Are there any groups or
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6., As far as you know, are there any groups or individuals in the community
" that would tend to block improvements in (areas mentioned in Question #3)?

What are they doing about it (i.e., blocking)?

7.~ I'd like to know what you think about the general community spirit here in
Mediana, Would you say that this is a community with a great deal of public
spirit, or is it one where people pretiy much don't care about how things go?

I wonder why that is,

8. Now, about the industrial and business firms here in town. Would you say, '
in general, that they are very public spirited, or would you rate them not
so high in publiec spirit?

Why do you say that?
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Now, I'm going to ask you about a number of different companies here in
toun.
1 2 3
9a. Would you rate this company as EXCELLENT, ABOVE AVERAGE, AVERAGE,
L 5
BELOW AVERAGE, or PCOR....as a place to work?

9b. Now, how would you rate them in terms of contributing to the community?

9c. How would you rate them in terms of the quality of the work they do--
whether they turn out a good product or give good service?
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Place to Work Contribution Quality

1. Ajax Steel

2. Local Mineral

3. Smith Brothers

k. Mediana Corporation

5. Midwest Electrical

6. Mediana Packing

7. Farm Machinery

8. Local Construction

9. First National Bank
10. Smith-Jones

11, Power Parts
12. American Ceramics Co.
. P T savng
1L, Mediana Bell Telephone
.15, Mediana Power Company
16, Sears, Roebuck & Co. -
17. Indian Pottery

18, Met:;il Parts

19. H Yeber and Sons

20. Mediana Publishing
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10.

11.

12.

~Th-

Of all the firms we have just talked about, which would you rate as
doing the most for Mediana?

Why do you say that?

Which one would you say has done the least for Mediana?

Why would that be?

Now, about some different types of business.. Jhich do you think has
contributed more to the general welfare of the community?

12a.

12b.

12c,

Locally owned firms or fims which are Wranches of national
companies?

Industrial firms (factories) or commercial firms (retail and
wholesale)?

Public utilities (gas, electric, telephone) or private businesses?

How about, say, the Telephone Company?
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13, We have talked a lot about how business of one kind or another contrib-
ntes to the community. What does the community owe to a business in

town?

14. Now, let's turn it around again., What should be the obligations of a
business or industry to the city where it is located?

15. Public utilities are a special case here again. Do you think they
owe something special to the community because they are utilities,
or are they expected just to be the same as any other business?
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Now, I'd like to ask you a couple of questions about yourself,

16.
17.

18.

19,

20,

el.

22,

How old are you?
Are you married?
Who else lives here with you?

What is your occupation?

What is the name of the laét school you attended?

Wnat was the highest grade in school you completed?

In a national election, do you think of yourself mainly as a Republican
or mainly as a Democrat? '



