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CHAPTER I

INTRODUCTION

The topic under consideration in this study is the
4-day workweek. Throughout the study, the term 4-day work­
week is used with direct reference to the 4-day, 40-hour 
workweek movement. The study will not be concerned with the 
union movement for a 4-day, 32-hour workweek. It is inter­
esting to note that while the term "4 days, 40 hours'1̂  is 
essentially associated with 40 hours of work in 4 days, it 
also comprehends an underlying philosophy of deviating from 
the traditional 5-day workweek. An implicit assumption of 
the 4-day movement is viewing the length of the workweek as 
variable rather than a rigid element in scheduling.

Schedules such as 4 days— 38 hours, 4 and 2 (work 4 
days, off 2 days) staggered work force scheduling, overlap­
ping 10-hour shifts, 3 and 2 (work 3 days, off 2 days), and 
7-day weeks— are also associated with the movement. Thus,

1Riva Poor, ed., 4 days, 40 hours; Reporting a Revo­
lution in Work and Leisure (Cambridge, Mass.: Bursk and Poor
Publishing, 1970).

1
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the 4-day workweek movement stresses a change in work hours 
to better meet the needs of the business and the employees. 
Since business and employees benefit, both win. Thus labor- 
management relations may be changing from a win-lose to a 
win-win psychology.^

Material to Be Presented in This Chapter
Subsequent discussions in this chapter will be related 

to such topics as a brief history of the workweek and legis­
lation related to hours of work; the importance of the 4-day 
movement; the purpose of this study; measures of the depen­
dent variable; methodology; a general statement of the hy­
pothesis to be investigated; and the scope and limitations 
of the study.

History of the Workweek and 
Wage and Hour Legislation 

in the United States^

Agriculture provided the basis for the length of the 
workday in non-agricultural enterprises. By 1800, the stan­
dard workday in industry was "sunup to sundown," 6 days a 
week. However, during the period 1800-1808, the labor move­
ment initiated demands for a 10-hour workday, 6 days a week.

oRiva Poor, Poor's Workweek Letter. October-November, 
1971, pp. 7-8.

-’Harry A. Millis and Royal E. Montgomery, Labor Pro­
gress and Some Basic Labor Problems (New York: McGraw-Hill
Book Company, 1938), pp. 463-537.
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In 1822, journeymen, millwrights and machinists in Phila­
delphia campaigned for a 10-hour workday and carpenters in 
Boston went on strike for a 10-hour workday (1825). In 1840, 
President Van Buren attempted to establish a 10-hour workday 
for all government workers, but due to lack of enforcement, 
effective utilization was not forthcoming.

The 10-hour day, 6-day movement gained momentum until 
the Civil War. During the first half of the 1800's, various 
states adopted 10-hour day laws while others initiated maxi­
mum 10-hour days for women and children.

A parallel shorter workday movement began prior to 
1860, demanding an 8-hour workday. In fact, in 1842, the 
Navy Yard in Charleston, Massachusetts had already adopted 
an 8-hour day for certain labor classifications.

After the Civil War, various states and cities began 
adopting 8-hour days for their employees. Congress, in 1865, 
passed an 8-hour law affecting government employees. Again, 
lack of enforcement prevented actual utilization.

In the late 1890's and early 1900's, state laws were 
passed which contained provisions for 8-hour days, 5 days per 
week which were applicable to women, children, and certain 
hazardous occupations. For the first time, such laws were 
upheld by the Supreme Court. The influence of the 8-hour 
day, 5 days per week movement is reflected in the average
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hours worked. In 1900, average daily hours for a 6-day work­
week was 57.3. By 1929, the comparable figure was 44.2 hours

4per week.

Wage-Hour Legislation
As the depression deepened, legislation was introduced 

to eliminate substandard wages and excessive hours of work 
without premium pay. A major reason for the premium pay pro­
vision was to penalize employers for using labor for exces­
sive hours of work. Such a penalty encouraged the hiring of 
more workers and spread the available work more equitably.
To implement these policies the following laws were passed: 
the Davis-Bacon Act (1931), the Walsh-Healey Act (1936), and 
the Fair Labor Standards Act (1938).

The Davis-Bacon Act established a minimum wage for
construction workers employed for construction, alteration,

5or repairs of Federal projects.
The National Industrial Recovery Act, passed in 1933,

attempted to set maximum hours of labor and minimum rates of
pay. It was generally understood that a 5-day, 40-hour work-

6week was implied but was not actually stated by the Act.

^Herbert R. Northrup and Herbert R. Brinberg, Eco­
nomics of the Work Week (New York: The Conference Board,
Studies in Eusiness Economics, No. 24, 1950), pp. 7-8.

5Davis-Bacon Act. U.S. Code. Vol. XL, secs. 276a- 
276a-5 (1931).

^National Industrial Recovery Act. U.S. Code. Vol. XV, 
secs. 701-712 (1933).
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When the National Industrial Recovery Act was declared 
unconstitutional in 1935, Congress continued its efforts to 
influence hours of work. In 1936, the Walsh-Healey Public 
Contracts Act was passed which established standards for 
overtime pay and minimum wages for all Federal supply con­
tracts in excess of $10,000.7 While the Davis-Bacon Act re­
quires employers with Federal construction contracts to pay 
prevailing community rates to their workers, the Walsh-Healey 
Act established similar requirements for the manufacture or 
furnishing of supplies to the Government. However, employees 
are limited to an 8-hour day and a 40-hour week, unless paid 
overtime.

In 1938, the Fair Labor Standards Act (Wage and Hour 
0Law) was passed. Essentially, the Act covers employees en­

gaged in interstate commerce. Actually, maximum hours of 
work are not set; however, an employer is required to pay 
premium rates for all hours worked in excess of 40 hours per 
week.

With the passage of the above Acts, the Federal Govern­
ment clearly established by law the policy of eliminating 
substandard minimum wages and excessive hours of work without

^Walsh-Healev Public Contracts Act. U.S. Code. Vol.
XLI, secs. 35-45 (1936).

^Fair Labor Standards Act. U.S. Code. Vol. XXIX, secs. 
201-219 (1938) .
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premium pay. It should be pointed out that the Wage and Hour 
Law has been amended several times since its original passage 
to raise minimum wage rates and broaden the coverage of 
workers. However, since the passage of the above mentioned 
Acts, the basic workweek has essentially remained unchanged, 
that is, 5 days, 40 hours per week.

One of the most interesting developments in labor re­
lations during the past few decades has been the significant 
increases in payments to employees for time not worked.
These payments are occurring in the form of vacations and 
holidays. Peter Henle reports that: "A review of the changes
in paid leisure between 1940 and 1960, shows that there was 
no major shift in the standard workweek. Perhaps the most 
significant development was that more than half the total
gain in paid leisure resulted from increased vacation and

9holiday time, rather than a reduction in working hours."

Importance of the 4-Dav Movement
Society is experiencing change. While change is and 

has always been with people, one must realize that at the 
basis of change lies innovation. The 4-day workweek move­
ment is a social innovation because it results in a restruc­
turing of utilization of time.

^Peter Henle, "Recent Growth of Paid Leisure for U.S. 
Workers," Monthly Labor Review. LXXXV (March, 1962), 257.
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Time Utilization
Tables 1 and 2 on pages 8 and 9 respectively, present 

a possible classification of time utilization on the basis of 
a 5-day and a 4-day, 40-hour workweek. All calculations as­
sume a United States life span of 70 years based on all races

10and both sexes. A year consisting of 364 days or 52 weeks 
is assumed.

The concept of a 5-day workweek began in the late 
1890's.^ Today the 5-day workweek is strongly entrenched as 
a tradition in business. The 4-day, 40-hour workweek move­
ment is the latest innovation, and challenges not only the
5-day workweek but also, on a broader scale, the utilization 
of time over raople's life span. The 4-day, 40-hour workweek 
movement is attempting to initiate social change by regroup­
ing the use of leisure time, that is, providing leisure time 
in blocks and minimizing the use of "commuting time." Of 
course, the minimizing of "commuting time" will provide more 
leisure time.

These changes are quantified in Table 2 on page 9. It 
should be noted that weekly commuting time is decreased by 2

■̂°U.S. Department of Health, Education and Welfare, 
Public Health Service, National Center for Health Statistics, 
The Facts of Life and Death (Washington, D.C.: U.S. Govern­
ment Printing Office, 1965), p. 21.

^National Industrial Conference Board, The Five Dav 
Week in Manufacturing Industries (New York: National Indus­
trial Conference Board, 1929), p. 5.



TABLE 1
POSSIBLE CLASSIFICATION OF TIME 

BASED ON A 5-DAY WORKWEEK

HOURS

Time
Use

Per
Week

Life
Span
Total

Percent
of

Total
M T W TH F S S

Worka 8 8 8 8 8 — — 40 98,000 16
Commuting*5 2 2 2 2 2 — — 10 24,500 4
Subsistence0 11 11 11 11 11 11 11 77 280,280 46
Leisure^ 3 3 3 3 3 13 13 41 208,740 34
Total 24 24 24 24 24 24 24 168 611,520 100

aHours of human labor used in the production of goods and services and remun­
erated monetarily. The calculation assumes a 5-day, 40-hour workweek for 50 weeks a 
year for 49 years and 2 weeks of nonwork each year. A person is assumed to be "fully 
employed" from age 16 to 65.

^Hours utilized in getting from home to the job and back again. Calculated 
at 2 hours per work day.

cHours used for sleeping, preparing and eating meals, and performing neces­
sary biological functions. Calculated at 11 hours per day for 70 years.

^Hours remaining after considering time for work, commuting, and subsistence.
Source: Prepared by the author.
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TABLE 2
POSSIBLE CLASSIFICATION OF TIME 

BASED ON A 4-DAY WORKWEEK

HOURS

Time
Use

Work
Commuting
Subsistence
Leisure
Total

Per
Week

M W TH

Life Percent
Span of
Total Total

10 10 10 10 40 98,000 16
2 2 2 2 8 19,600 3
11 11 11 11 11 11 11 77 280,280 46
1 1 1 1 13 13 13 43 213,640 35

24 24 24 24 24 24 24 168 611,520 100

Source: Prepared by the author.

vo
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hours. Also, leisure time occurs in a huge hour block on a 
Friday rather than the normal daily 3-hour block during week­
days.

It should be pointed out that the term "leisure" can
be discussed in various ways. Leisure can be defined as the

12time utilized to culturally improve oneself. Today, as a

result of the factory system, the time away from work is
viewed as free time. Levenstein believes that free time is
used to recuperate from the demands imposed by work, and to

13engage in activities that are mandated. Mandated activi­
ties could be mowing the lawn and making necessary repairs 

at home. In summary, leisure time gave way to free time.

However, free time is imposed upon to such an extent that 
very little of the time away from work is actually "free." 
Linder reaches the same conclusion in his socio-economic 
approach to the analysis cf time. He finds that there is an 
increase in the scarcity of free time and a leisurely life
because, "As economic development has continued, attractive

14alternative ways of using time have emerged."

i oA*Richard Eells and Clarence Walton, Conceptual Foun­
dations of Business (Homewood, 111.: Richard D. Irwin, Inc.,
Revised Edition, 1969), p. 288.

13Aaron Levenstein, "Technological Change, Work, and 
Human Values," Social Science. XLII (April, 1967), 67-69.

^Staffan Burenstam Linder, The Harried Leisure Class 
(New York: Columbia University Press, 1970), p. 10.
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This study will use the term leisure to mean the time 
away from work and no distinction will be made between im­

proving oneself and the mandated demands made upon the time 
away from work.

Restructuring of time utilization can be interpreted 
as a move to alter the operations of business institutions 
and improve the "quality of life." There is no question that 
the business system can produce material things. Perhaps 
the 4-day workweek movement will help establish a business 
system where leisure and not work is the desirable and 
socially acceptable goal of men. With this in mind, it ap­
pears to be desirable to stress another aspect of the 4-day 
workweek movement, that is, the "3-day leisure movement." Of 
course, the 3 leisure days (Friday, Saturday, and Sunday) 
when coupled with the Federal Government's new national holi­
day calendar (5 Monday holidays, namely, Washington's Birth­
day, Memorial Day, Labor Day, Columbus Day, and Veteran's 
Day) make a 4-consecutive day leisure time period a reality 
(Friday, Saturday, Sunday, and Monday).^5

Media Coverage

The importance of the 4-day workweek movement is re­
flected by the coverage given to the movement by various

^Holidays - Observance on Mondays. U.S. Code. Vol. V, 
sec. 6103a (1968).
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types of media. Table 3 on page 13 summarizes media coverage
from 1967 to September, 1971.

The data presented in Table 3 are not representative of
the true coverage because many newspapers are not included
(such indexes are not available). However, it is estimated
that from November, 1970, until September, 1971, more than
1,500 articles have been written on the 4-day workweek con- 

16cept. Besides the media already mentioned, numerous radio
and television news programs have highlighted the 4-day move- 

17ment. Also, cartoons, as well as buttons have reflected 
the innovation. A "Thank God It's Thursday" (TGIT) button is 
popular, inexpensive, and an effective device used to communi­
cate the concept. It is also interesting to note that indus­
trial advertisements have been emphasizing tooling that will

18withstand the requirements of extended daily usage.
The book "4 days, 40 hours" is to be published in 

Japanese and Dutch and will be shortly introduced in Great 
Britain. World recognition was given to the movement when 
Nikkei Business named Mrs. Poor "World VIP." Also, the

16Riva Poor, Poor's Workweek Letter. September, 1971,
p. 1.

17Some examples of news commentaries are: CBS Morning
News, Walter Cronkite Evening News, and David Brinkley (Em­
phasis) .

18Advertisement by Dexco Corporation of Detroit, 
Michigan, Iron Acre. July 15, 1971, p. 66.
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TABLE 3
MEDIA COVERAGE OF 4-DAY WORKWEEK

Types of Media and Number of Articles
cYear Newspapers Periodicals Books Total

1967 2 2 —  4
1968 2 1 —  3
1969 6 7 —  13
1970 10 7 1 18
to September
1971 26. 39 65
Total 46 56 1 103

aMajor newspapers include The Wall Street Journal. The 
New York Times, and The Christian Science Monitor.

bMajor periodicals include Industry Week. Business 
Management, Business Week, Iron Age. Chemical Week. Admini­
strative Management, Dun's Review. Time. Life. Newsweek. U.S. 
News and World Report, and Monthly Labor Review.

cRiva Poor, ed., 4 davs. 40 hours: Reporting a Revo­
lution in Work and Leisure (Cambridge, Mass.: Bursk and Poor
Publishing, 1970).

Source: Prepared by the author.
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19Russian news agency TASS has ordered a copy of the book.
Man-in-the-street interviews have indicated that the term

20"4 days, 40 hours" is now a household phrase. In fact, the
movement is so well known that the Gallup Organization con-

21 ,ducted an opinion poll about it. (Some aspects of the poll 
will be discussed in Chapter II.) Finally, the significance 
of the movement based on the media criterion can be judged by 
the television coverage, other than news commentaries, given 
the subject— for example, in To Tell the Truth. McLean and 
Company. and Today.

Also, the importance of the movement can be determined 
by the number of words written on the topic; where the 
article was located in a publication; and the number of fea­
ture stories, syndicated columns, and editorials. Perusal 
of Mrs. Poor's publicity file and clipping service data indi­
cates that the trend was from middle- or back-page mention 
with meager lineage, to front-page coverage with feature 
stories by syndicated columnists and editorials.

^9Poor, Workweek Letter, September, 1971, p. 2.
20The Inquiring Fotographer, The New York Daily News. 

March 5, 1967, p. 3.
21"Many Americans Ready for 4-Day, 40-Hour Workweek, " 

The Gallup Poll (Princeton, N.J.: American Institute of
Public Opinion, March, 1971), p. 1.
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Government Interest
Interest at the Government level can be considered 

critical to the future of the 4-day movement. In fact,
Federal interest at such an early stage reflects a recogni­
tion of the movement's probable significance.

Various bills relating to hours of work have been in­
troduced in the First Session of the 92nd Congress. Senator 
Marlow Cook (Rep., Kentucky) introduced Senate Bill 2463 
which would exempt 4-day companies from the overtime provi­
sions of the Walsh-Healey Act. Representative William A. 
Steiger (Rep., Wisconsin) has introduced a similar bill in 
the House of Representatives (H.R. 11437). However, Senator 
Harrison Williams (Dem., New Jersey), Chairman of the Senate 
Labor Sub-Committee, has introduced Senate Bill 1861 which 
proposes to amend the Fair Labor Standards Act by requiring

22daily overtime pay after 8 hours of work in any 4-day week.
However, Unions which made statements at a Walsh- 

Healey hearing on September 7-9, 1971 generally argued that 
the movement is not sufficiently widespread to warrant changes 
in the Act. Milton Meyer, Jr., Secretary and General Counsel 
for C. A. Norgren Company, replied that such a position is 
not logical since the restrictive provisions of the Act

22Eileen B. Hoffman, "The Four-Day Week Raises New 
Problems," The Record. IX (February, 1972), p. 22.
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hinder implementation of a 4-day workweek. Other restric­
tions appear in the rulings of the Office of Emergency Pre­
paredness. For example, 4-day experiments by John Hancock 
Life Insurance Company, and by United Services Automobile 
Association of San Antonio, Texas have not been permitted by 
the Wage Board because their proposals would have resulted 
in hourly rate increases as a result of a decrease in work-

24ing hours and no corresponding decrease in total gross pay.

Implications for Efficiency
Internal plant efficiency resulting from the 4-*day 

workweek is generally related to increased productivity. 
Based on a study of 12 firms that converted to a 4-day work­
week, Wheeler and Bogdonoff indicate that productivity in­
creased, absenteeism was reduced, and turnover declined,
which in turn stabilized the work force and increased the

25effectiveness of supervision. Mrs. Poor replicated these

* U.S. Department of Labor, Employment Standards Ad­
ministration, Wage and Hour Division, Proposed Adoption of a 
Four-Day. Fortv-Hour Workweek. Without Payment of Time and 
One-Half Overtime Compensation for Work Davs Exceeding Eight 
Hours. Hearings. (Washington, D.C.: Wage and Hour Publica­
tion No. 1357, September, 1971), pp. 94-129, and pp. 178-192.

^4Poor, Workweek Letter, October-November, 1971, 
pp. 2-3.

^Kenneth e . Wheeler and Philip D. Bogdonoff, "How to 
Handle a 4-Day Conversion," in 4 davs. 40 hours, ed. by Riva 
Poor, p. 95.
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26results with data from the 27 firms described in her book.
In addition, it was found that overtime costs decreased in 
some of the original 27 companies. Two companies indicated 
that overtime cost was one of the reasons for conversion to 
the 4-day workweek. However, 4 of 6 companies reported re­
duced overtime cost as benefits resulting from conversion 
even though it was not a reason for conversion.

President Nixon's speech of August 15, 1971, called on 
the country to improve productivity. The reports on 4-day 
firms indicate that productivity increases do result. Thus, 
the 4-day movement is one alternative which is working to­
ward achieving the national goal of increased productivity.

Implications for Worker Motivation
One possible explanation of the increased productivity 

resulting from conversion to 4-40 can be associated with the 
regrouping of leisure time. Also, individual productivity, 
among other things, is a function of the motivation to pro­
duce. Motivation depends upon the individual's goal and his
perception of how his productivity behavior can be used as an

27instrument (path) for the attainment of the goal. Thus, it

26Ibid., pp. 27-32.
27^'Basil Georgopoulos, Gerald Mahoney, and Nyle Jones, 

Jr., ''A Path-Goal Approach to Productivity," Journal of Ap­
plied Psychology, XLI (December, 1957), 345-353.
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appears that employees view leisure as desirable and increase 
productivity in order to achieve the goal. Supportive evi­
dence related to path-goal motivation is provided by worker 
reactions to the 4-day workweek; for example, some workers
state: "People just seem to enjoy their work more knowing

28that they're going to be off a day sooner." A more de­
tailed discussion of the motivational implications will be 
presented in Chapter III.

Leisure Time Activities
Results of leisure time use by employees indicate that

29all actxvxties increase when a 4-day workweek xs utxlxzed.
The largest increases are associated with the following:

1. Rest and relaxation.
2. Creative activities (hobbies, reading, 

returning to school).
3. Spending time with family.
4. Visiting relatives.
5. Participant activities (hunting, fishing, 

boating, and swimming).
It appears that people generally utilize their leisure 

time on unorganized or relaxing activities and devote less

28Poor, 4 davs. 40 hours, p. 51.
29Ibid., p. 116.
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30time to organized or disciplined ones. The implications of 
the preceding results indicate the following possibilities:

1. Increased purchase of mobile homes.
2. Purchases of second homes as well as more 

types of private transportation.
3. Increased expenditures for recreation 

and education.
4. New vacation communities.
5. New recreation facilities.
6. Mini-service centers to service a mobile 

population.
7. A more closely knit family unit.
Related to these emerging needs are business oppor­

tunities, and some provocative social questions.
Will family bonds be strengthened? If the 4-day work­

week becomes universal, how will our school system adjust? 
Children in school on the parents' days off will present a 
major problem if trips are desirable.

How will school schedules adjust to meet the needs of 
adults desiring further education?

Dr. John Wittman of Texas Tech University raises the 
following question: "Will workers who commute long distances

30Ibid.. p. 118.
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want dormitory lodging near their work?" Dr. Wittman refers
31to some computer staffs that work 3, 12-hour days.

A more detailed presentation of the social implica­
tions of the conversion will be presented in Chapter II.

Purpose of Study

The purpose of this study is to investigate the in­
fluence of a restructured workweek (the independent variable)

32on one firm, the Swirk Company. The effect of the inde­
pendent variable will be measured by reviewing organizational 
effectiveness before and after utilization of the restruc­
tured workweek. A schematic of the variables is presented 
on page 21.

Also, an investigation will be made of the managerial 
activities related to the Swirk Company's installation and 
utilization of a restructured workweek. Managerial activi­
ties associated with the conversion will be described— such 
as planning and the decision-making process, delegation of 
authority, communications, control, the motivational impli­
cations of conversion, and leadership.

3^John Wittman, "Second Thoughts on 4-Day Week," 
Reading Eagle. Reading, Pa., March 5, 1971, p. 38.

32The designation is fictitious. The actual name of 
the company has been made known to the Chairman of the Dis­
sertation Committee.
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In essence, the study is descriptive in nature and is 
intended to serve as a basis for formulating new hypotheses.

Variables

Dependent
Variable

Organizational J 
Effectiveness '

Moderating 
Variables

1. Age
2. Length of Service
3. Sex of Employee
4. Marital and

Family Status
5. Climatic Conditions
6. Benefits Derived

From Block Leisure 
Time

7. Experience With Program
8. Cultural Background of

Employee
9. Employee Skills

10. Motivational Programs
11. Leadership Style

Independent
Variable

4-Day
Workweek

Measures of Dependent Variable
The dependent variable, that is, organizational ef­

fectiveness, will be measured by the following items:
1. Productivity, page 116.
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2. Employee satisfaction.

a. Absenteeism, page 126.
b. Turnover, page 126.
c. Tardiness, page 129.
d. Attitudes, page 129.

3. Profits, page 144.
4. Return-on-investment, page 144.
The measurements were made before and after conversion 

to a restructured workweek.

Methodology
Various methods were utilized in conducting the study.

A description of each is presented.
Interviews. A discussion of the interviews follows.
1. A pilot study of a cross-section of all managers 

was conducted. Thirteen managers were interviewed for approx­
imately 45 minutes each. These interviews served as a basis 
for formulating the general hypothesis concerning the 4-day 
workweek and for obtaining insights into the primary activi­
ties engaged in by the managers during the conversion. (See 
Appendix A, beginning on page 203 for the content of the 
structured interview.)

2. Twenty-eight workers in one department were inter­
viewed for approximately 20 minutes before utilization of the
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4-day workweek. (See Appendix B, beginning on page 207 for 
the interview form.)

3. Interviews were conducted in the department men­
tioned above after conversion to the 4-day workweek. Twenty- 
six of the original 28 employees were interviewed. One em­
ployee retired and another quit— the 4-day week was not the 
reason for quitting. Three new employees were interviewed 
but they were not included in the analysis. As a result, the 
before and after measures relate to the same workers. (See 
Appendix C, beginning on page 212 for the interview form.)

4. The writer sat in as an observer for approximately 
75 percent of the interviews with the 30 employees who voted 
"no" on the continued use of the 4-day workweek. A vote to 
continue utilization of the rearranged workweek was taken in 
some departments after a 1-month trial period.

Questionnaires. The questionnaires used to gather 
data are discussed below.

1. The questionnaire utilized to determine the atti­
tudes of employees on the 4-day workweek covered essentially 
the same content as interviews conducted in number 3 above. 
(See Appendix C, beginning on page 212.)

2. Appendix D, on page 219 presents the questionnaire 
that was used to test the hypothesis related to climatic con­
ditions .
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Observation. The writer observed company operations 
during the summer of 1971, and periodically during the fall 
and winter of 1971. Meetings were attended, reports scruti­
nized, and informal relationships established. The latter 
provided many insights into the firm's operations that could 
not be obtained by other methods.

Administration of Questionnaires and Interviews. Em­
ployee questionnaires were given to each worker. A period of 
3 days was allowed for responding. This was necessary be­
cause of the language barrier that existed with employees 
who could not understand English. Such employees were en­
couraged to seek help at home or from a fellow employee.

A total of 260 employee questionnaires were distrib­
uted. Of these, 73 percent or 190 were returned. Usable 
employee questionnaires amounted to 147 or 57 percent of the 
total distributed.

The questionnaire related to the climatic conditions 
was administered during January, 1972. At this time, addi­
tional departments in the production area were utilizing 
the rearranged workweek (specifically feeder departments). A 
total of 351 questionnaires were distributed, and 343 were 
returned and were usable. The return rate was approximately 
98 percent.

Generally, the interviews of employees and managers 
were conducted in the area of their respective work stations.
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Experimenter's Input. It should be noted that the 
author was granted permission to perform this study by man­
agement. Even though the researcher attempted to create a 
climate of independence, results of the study may be con­
taminated because of the initial association with manage­
ment. Also, the author made every effort to remain neutral 
in his attitude toward the restructured workweek during in­
terviews, administration of questionnaires and other informal 
contacts with employees. However, it was generally known 
that the researcher was enthusiastic about investigating the 
ramifications of the restructured workweek. Such enthusiasm 
may confound the results.

Hypothesis
The general hypothesis investigated in this research 

is presented below.
Attitudes toward the 4-dav workweek will be affected 

bv age, length of service with the company, sex of the 
worker, marital and family status, climatic conditions, bene­
fits derived from increased block leisure time, and the 
length of time the program has been in effect.

Each element of the hypothesis was investigated and 
the conclusions are presented in Chapter V.



26

Scope and Limitations of the Study
The study is primarily concerned with the 4-day work­

week movement in the United States. Also, because of the 
relative short duration of the movement no long-term results 
are available. Perhaps it is a novelty that will have no 
significant long-term influence. It should also be noted 
that no generalizations can be drawn as a result of the study 
of one firm.

The primary limitation of this study is the lack of a 
quantified direct measure of cause and effect relationships. 
It is true that the primary change in the firm was a restruc­
tured workweek. However, since controlled field conditions 
were not possible, other variables could have been signifi­
cant in producing the results. Furthermore, it is recognized
that the cultural background of individuals who do not under­
stand English may confound the results relating to attitudes.

The research is based primarily on first and second
33levels of scientific rigor. The methods of managerial re­

search associated with these levels are authoritative 
opinion, case studies, narrative history (first level), and 
uncontrolled experimentation and survey research (secondary 
level) . The significance of such research should not be

33Alan C. Filley and Robert J. House, Managerial Pro­
cess and Organizational Behavior (Glenview, 111.: Scott,
Foresman and Company, 1969), pp. 41-47.
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undervalued since it serves as a basis for future sophisti­
cated research. Filley and House state:

There is danger that we might undervalue the importance 
of the techniques in the first two levels of research 
rigor. The direction of search is a prerequisite for 
correlational and experimental designs which isolate and 
verify meaningful variables and findings. The generation 
of hypotheses to be listed and the construction of theory 
are aided substantially by a qualitive and sometimes even 
an intuitive understanding of the variables to be inves­
tigated. Such understanding can come about only through 
extensive observation of real-life situations and by 
extensive reading of others describing their experiences 
in observing the same v a r i a b l e s . ^

Contents of Subsequent Chapters 
Chapter II, "Description of the 4-Day Workweek Move­

ment, " will contain a history of the restructured workweek.
The chapter will also present various characteristics of the 
movement, union viewpoints, and the managerial and social 
implications.

A case history of one firm will be presented in 
Chapter III, "A Firm's Implementation of the 4-Day Workweek." 
Relevant managerial activities associated with installation 
and utilization of a rearranged workweek will be discussed, as 
well as the history of the industry and firm.

Chapter IV, "Measures of Organizational Effectiveness," 
will discuss changes in producticity, profits, return-on- 
investment, and employee satisfaction for comparable periods

^4Ibid.. p. 52.
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of time. The latter item will be based on before and after 
measures in 1 department.

Chapter V, "Employee Attitudes and Satisfaction," will 
investigate each element of the hypothesis. The attitudes 
are based on after measures of employees who have utilized 
the 4-day workweek for a period of time ranging from 2 to 8 
months.

Finally, Chapter VI, "Summary and Conclusions," will 
present a summary of all relevant aspects of the study. The 
conclusion section of this chapter will dispose of some myths 
associated with the movement, and present a check list that 
can be utilized by managers contemplating conversion to the 
4-day week.



CHAPTER II

DESCRIPTION OF THE 4-DAY WORKWEEK MOVEMENT

A description of the 4-day workweek movement in the 
United States will be presented in this chapter. Various 
aspects of the movement will be discussed, such as the his­
tory and characteristics of the movement, union viewpoints, 
and managerial and social implications. It should be noted 
that the data analyzed were essentially gathered by Mrs.
Riva Poor and made available to the author. In many in­
stances the data have been reclassified and summarized, and 
implications have been drawn in conjunction with recent in­
formation.

Origins of the Movement 
Historically, the truck drivers of firms involved in 

analytic process industries, such as Gulf Oil and Mobil, 
worked a 4-day workweek. Around 1940, oil and gasoline com­
panies began 4-day workweeks for drivers. However, it ap­
pears that because of climatic conditions and demand require­
ments, different workweek schedules exist among oil companies

28
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and also within a given company. As stated in Chapter I, 
the philosophy of the current movement is to utilize a work­
week that best meets the needs of the company and employees. 
It appears that the oil companies have been and still are 
practicing such a philosophy.

Various reasons, such as those listed below, have been 
given by the oil companies for a 4-day workweek:

1. Hazards caused by inoperative trucks are decreased 
because 2, 10-hour shifts per day allows for 2 
hours of maintenance between shifts or 4 hours of 
maintenance per day.

2. Scheduling maintenance within a workday increases 
the probability of providing service to customers 
because fewer breakdowns and accidents occur.

3. Major maintenance on trucks can be scheduled dur­
ing hours when trucks are not utilized.

4. When peak demands occur in the winter, the trucks, 
because of better maintenance, can withstand the 
rigorous conditions and extended utilization re­
sulting from overtime.

5. The drivers like the 3 consecutive days off.
The remote location of some oil company operations re­

quires personnel to be away from home for long periods of 
time. Thus, manpower working schedules at drilling sites have
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utilized 2, 12-hour shifts, 7 days a week for 4 to 6 weeks, 
with 2 to 3 weeks off. Again, the workweek was changed to 
meet the requirements of the situation. It is interesting to 
note that management initiated the schedule changes. Also, 
various schedules were tried before the 4-day workweek was 
selectee for drivers and unions were involved.

Further Developments of the 4-Dav 
Workweek Movement 

(1960-1968)
Sporadic reports of enterprises initiating the 4-day 

workweek appeared in the period 1960-1968. Table 4 on page 
31 lists some pertinent characteristics of the firms that 
initiated the 4-day workweek during 1960-1968. Employees of 
the first 5 firms were not represented by a union. The sixth 
citation in the Table refers to some members of the Retail, 
Wholesale, and Department Store Union who set up window dis­
plays for shops in New York City. An interesting facet of a 
poll taken of the window display workers was that "free lanc­
ing" (moonlighting) was taking place during leisure time. 
Another outstanding feature related to the 1960-1968 period 
is that conversion to the 4-day workweek was taking place in 
retailing as well as manufacturing establishments.



TABLE 4
SELECTED CHARACTERISTICS OF FIRMS UTILIZING A 4-DAY WORKWEEK, 1960-1968

3,

4,

Name

Carbonneau
Industries
Bridgeford 
Foods & 
Packing 
Company
Jules
Gillette
Cromwell
Corporation

Product or 
Service

Loudspeaker 

Frozen Foods

Discount Men's 
Clothing Store
Machine Shop

Merrill Electronic
Engineering Balancing 
Laboratories Devices

Date of Number of Purpose of
Implementation Location Employees Implementation

1960

1962

Not
applicable

Window
Displays

1962

1965

1965

1965

Michigan

California

Florida

Indiana

Colorado

New York

250 Better for
employees

240 Better utili­
zation of 
physical 
facilities

10 To be
different

2 Better utili­
zation of 
machinery

28 Better for
employees

40 Unknown

Source: Prepared by the author.
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Firms Discontinuing

Of the 6 firms mentioned in Table 4 on page 31, the 
first 3 have discontinued utilization of the 4-day workweek.

Carbonneau Industries. Management at Carbonneau In­
dustries believed that failure was due to lack of leadership. 
However, based on more current information it appears that 
other variables were significant.*- The variables are:

1. No union representation. (Nonunion families 
seemed to resist the 4-day workweek.)

2. Geographical location of firm. (Individuals in 
the Midwest preferred the 5-day workweek to a 
greater extent than those of other sections of 
the country.)

Bridgeford Foods. Bridgeford Foods in California had 
a built-in scheduling problem in its conversion plan. The 
firm operated 7 days a week, with 2, 10-hour shifts per day. 
However, the manpower was scheduled to work 4 days on, 4 days 
off, with staggered starting days. A manpower schedule is 
shown on page 33.

Bridgeford Foods used the schedule about a year and a 
half, and no women were associated with the 4-day workweek.
As orders declined, the firm converted to a 5-day workweek.

1"Many Americans Ready for 4-Day, 40 Hour Workweek," 
The Gallup Poll (Princeton, N.J.: American Institute of
Public Opinion, March, 1971), p. 1.
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The 4-day staggered workweek schedule was not used because 
the schedule was too difficult to manage. Supervisors were 
frustrated when workers who did not like the system were ab­
sent, and plant equipment would often fail due to improper 
maintenance. Coordination problems became more significant 
and demands on supervisors1 time were increased to such an 
extent that relationships at home were becoming strained.

Staggered Starting Times
M T w TH F s s

1st week aw W w W b0 0 0
2nd week 0 W w W w 0 0
3rd week 0 0 w W w w 0
4th week 0 0 0 W w w w

awork
bOff

Jules Gillette. The retailer, Jules Gillette, dis­
continued the use of the 4—day workweek after 4 months be­
cause of interference with shoppers' convenience. The un­
certainty of the result of trying something new in retailing 
was deemed to be greater than the uncertainty related to an 
acceptable method; the more conventional method of retailing 
was therefore adopted.
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Significant Aspects
An important aspect of the movement was that only pro­

duction departments of manufacturing firms were on the 4-day 
workweek. Office, shipping, and sales departments were 
operating under the traditional 5-day workweek. In most 
cases the new schedule was phased-in, but with minimum dis­
comfort to factors external to the firm. Generally, suppliers 
were informed of the change so that inputs could be inte­
grated into the new work schedule. No major problems devel­
oped with suppliers of inputs.

It may be significant that the firms continuing the 
4-day workweek— namely, Merrill Engineering, Cromwell Cor*- 
poration, and the window display service— scheduled only 
male production workers.

Summary of Significant Aspects. During 1960-1968, 
a conversion is generally associated with:

1. Manufacturing firms.
2. Firms that have a small number of employees.
3. Nonunion firms.
4. Production departments, and not the entire firm.
5. Male production workers.
6. Management's concern with employees' interests 

and with better utilization of facilities.
7. No particular geographical area.
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8. The appearance of some negative factors such as 
moonlighting, improper planning, and poor coordi­
nation .

Current Status of the Movement 
Beginning in 1969, the number of conversions began to 

increase. As of August, 1971, approximately 658 firms had 
restructured their workweek. These firms represent approxi­
mately 6 percent of the total business entities in the United 

2States. Since it would be impractical to discuss each firm 
individually, a general discussion of the current status of 
the movement is given.

Rates of Conversion

The rates of conversion to the 4-day workweek, based 
on selected dates, are:

1. November, 1970, 10 per month.
2. January, 1971, 30 per month.
3. April, 1971, 60 per month.
4. August, 1971, 88 per month.
Estimated conversions, as of October, 1971, appear to 

be 140 to 150 firms per month. While the percentage of firms 
(6 percent) is rather small, the rate of conversion is in­
creasing.

2Statistical Abstract of the United States 1971 (Wash­
ington, D.C.: U.S. Printing Office), p. 459.
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Number of Employees Involved

The number of employees associated with the 658 tirms 
that have converted is approximately 102,000. These em­
ployees represent about .12 percent of the total national 
work force. Mrs. Poor estimates that, based on the past 16 
months, the number of workers employed by converting firms 
has been doubling every 3 months.

Size of Firms
The size of firms measured by the number of employees 

is presented in Table 5 on page 37. The data reveal that 84 
percent of the firms for which conversion data are available 
are small businesses.

Types of Firms

Table 6 on page 38 presents a classification of such 
firms by size and by type of activity. Small manufacturing 
firms represent 62 percent of the total. All of the large 
firms are related to the service classification. Specifi­
cally, the service firms include 3 hospitals, 1 medical labo­
ratory# 1 bank, 1 airline, and 1 publisher. All of the serv­
ice firms are nonunion except the airline which has both 
union and nonunion personnel. However, only nonunion air­
line personnel are involved in the restructured workweek.
The unionization factor oould be one possible explanation of
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TABLE 5
SIZE OF FIRMS UTILIZING A 

RESTRUCTURED WORKWEEK*

Size

Small
Intermediate
Large

Number of 
Employees

250 or less
251 to 1,000 
1,000 or more

Number of 
Firms
157
23
7

Percent of 
Total

84
12
4

Total Number of Firms 187 100

aBased on total number of employees. Most firms do 
not have all employees on a restructured workweek.

Source: Prepared by the author.



TABLE 6
DISTRIBUTION OF FIRMS UTILIZING A 

RESTRUCTURED WORKWEEK BY 
SIZE AND ACTIVITY

Activity
Size

Small
Intermediate
Large

Manufacturing Service Retailing Wholesaling other

116
14
0

28
7
7

6
2
0

3
0
0

4
0
0

Total

157
23
7

Total 130 42 187

Source: Prepared by the author.
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the absence of manufacturing firms in the large-firm classi­
fication.

Restructured Workweek and Unionization
In general, unions are opposed to the restructured 

workweek based on 40 hours of work. Unions are interested in 
a restructured workweek with reduced hours of work, usually 
32, with no loss in pay.

President George Meany of the American Federation of 
Labor-Congress of Industrial Organizations and President 
I. W. Abel of the United Steel Workers of America are op­
posed to the 4-day, 40-hour movement and have branded it as

3"a step backward," However, members of some ma^or unions 
such as the United Auto Workers, International Association of 
Machinists, Teamsters, and United Rubber Workers are working 
longer workdays in conjunction with a restructured workweek. 
Recently, the Machinists Union conducted a poll of its mem­
bers and found that 50 percent favored the 4-day, 40-hour 
workweek.^

Discussions Between United Auto Workers and Chrysler. 
In March, 1971, the United Auto Workers and Chrysler estab­
lished a joint committee to study the feasibility of a 4-day,

■*"A Step Back: The 4-Day, 40-Hour Week," Steel L a b o r .
November, 1971, p. 12.

^The Machinist. April 29, 1971.
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40-hour workweek. In December, 1971, the study ended. A 
union executive revealed that the union was not only inter­
ested in redesigning the current workweek but was concerned 
with establishing a foothold for shortening the workweek. 
Chrysler, on the other hand, cited various obstacles which 
made the conversion impractical— for example: provisions of
the Walsh-Healey Act; benefit program problems; substantial 
investment in storage facilities and material-handling equip­
ment; modification of receiving docks; problems in plant 
maintenance; and the union demands that work on the fifth day 
be paid at premium rates, but that if the fifth day is
utilized all hours over 8 for the previous 4 days must be at

5ove rt ime rate s.
Further evidence of union attitudes toward a 4-40 work­

week is associated with the A.F.L.-C.1.0. Executive Council's 
request to the Labor Department to reject the concept: "We
believe that Federal laws, covering work on government con­
tracts, must continue to protect workers against excessive 
hours of work per day, as well as excessive working hours 
per week."6

~*U.A.W. Solidarity. June, 1971, p. 10.
6A.F.L.-C.I.O. News, August 14, 1971, p. 1.
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The International Moulders and Allied Workers Union
requested that all local unions "Do not agree to over 8 hours

7without time and one-half."
Union Testimony at Walsh-Healev Hearings. At the Walsh- 

Healey hearings for exempting 4-day companies from the pro­
visions of the Act David Barro submitted a statement in be­

half of more than 200,000 members of the Printers and Allied
Trades Union. Barro stated:

The seasonal nature of the construction industry abso­
lutely requires most of our workers to heavily depend 
upon overtime during lean months of the year for their 
sustenance . . . The proposal before you eliminates 
the overtime compensation which the workers would other­
wise earn and would, therefore, upset their expectations 
and their way of life . . .  Of equal importance is my 
objection to the proposal based on safety considera­
tions .8

At the same hearings Thomas Hannigan, Director, Re­
search and Education, International Brotherhood of Electrical 
Workers stated, "We are strongly opposed to the exemption of 
the overtime requirements . . .  We feel such action is pre­
mature and totally unwarranted, based on present utilization 
of the four-day workweek. We also feel that it will be

7NFA - Labor Letter. December 23, 1971, p. 5.
8U.S. Department of Labor, Employment Standards Ad­

ministration, Wage and Hour Division, Proposed Adoption of a 
Four-Dav, Fortv-Hour Workweek Without Payment of Time and 
One-Half Overtime Compensation For Work Days Exceeding Eight 
Hours, Hearings. (Washington, D.C.: Wage and Hour Publica­
tion No. 1357, September, 1971), pp. 95-96.



42

harmful to our membership . . . and our entire society." He 
argued that the number of 4-day firms was small, that the 

long work day has adverse effects on workers and families by 
limiting contact with friends, minimizes the workers' ability 
to participate in community activities, and disrupts family 
life-style.

Frank Bonadio, President, Building and Construction
Trades Department, A.F.L.-C.I.O., testified against the
exempting of 4-day companies from the Act:

We believe that Federal laws, covering work on Govern­
ment contracts, must continue to protect workers against 
excessive hours of work per day, as well as excessive 
working hours per week . . . Like other labor standards 
legislation, the overtime pay requirements . . . must 
be appreciated for the protection it affords to em­
ployees . . . against the unscrupulous practices of cer­
tain non-union contractors by not allowing such prac­
tices to provide these contractors with a competitive 
edge in the bidding process.^-®

Jacob dayman, Administrative Director, Industrial 
Union Department, A.F.L.-C.I.O., stressed the union move­
ment's desire for a shorter workweek, but urged that in the 
event the hearing group planned to forward recommendations 
either to the Labor Department or Congress the following 
should be included:

1. An eventual reduction in the standard workweek to 
4 days of 8 hours.

9Ibid.. pp. 105-106. 
10Ibid., pp. 126-127.
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2. The requirement that no employee shall suffer any
loss of earnings in the implementation of such a
policy.

3. That all hours in excess of 8 per day or 32 per
week be compensated for at time and a half.

Furthermore, Mr. dayman charged that "Prolonged ex­
posure of workers to hazardous substances . . . would lead 
to increased fatigue." He also argued that the prolonged 
work day may also compound physiological and mental problems 
by reducing the ability of workers to recover from physical 
and mental fatigue through sleep.^

William Ryan, Director, Federal Employees Department, 
International Association of Machinists, A.F.L.-C.I.O., also 
presented objections on grounds of safety and the arduous 
requirements placed upon older workers. He favored moving in 
the direction of a shorter workweek with increased penalties 
for overtime work in order to provide additional jobs. He 
expressed fear of the adverse impact that exemption from the 
Act might have on union contractors because nonunion con­
tractors would underbid union contractors for products and 
services by determining labor cost on a 10-hour day without 
overtime. Union collective bargaining agreements which

11Ibid., pp. 131-149.
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provide for premium rates over 8 hours a day would put union
12contractors in an unfavorable bidding position.

Number of Firms Unionized. Table 7 on page 45 pre­
sents the distribution of firms based on size, activity, and 
number of firms unionized. Unionized firms represent 14 per­
cent of the total number of enterprises for which data are 
available (187). However, 3 of the unionized firms (a ma­
jority of the workers are unionized) permit only nonunion 
employees to work a restructured workweek. Thus, only 13 
percent of the total number of firms allow union workers to 
be involved in a longer workday and rearranged workweek.

Based on the data available for the 187 firms, union 
workers represent 13 percent of the total of 20,400 employees 
on a restructured workweek. Workers on the rearranged work­
week represent 56 percent of the total work force associated 
with the 187 firms.

Characteristics of Employees
Office workers, salesmen, shipping and receiving per­

sonnel, and top and middle management are not usually in­
volved in the restructured workweek. Supervisors of the 
production departments generally work the same schedules as 
their subordinates.

12Ibid.. pp. 150-155.



TABLE 7
DISTRIBUTION OF FIRMS UTILIZING A 

RESTRUCTURED WORKWEEK BY SIZE, 
ACTIVITY AND UNIONIZATION

Number of Unionized Firms

Activity
Size

Small
Intermediate
Large
Total

Manuf ac tur ing Service Retailing Wholesaling Other

23
2

J>
25

0
0
1
1

0
0
0
0

0
0
0
0

1
0
0
1

Total

24
2

JL
27

Source: Prepared by the author.
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The average age of workers in firms with restructured 
workweeks is approximately 35 years. Average seniority is 
about 5 years.

The proportion of female and male personnel is about 
even. Initially, State laws hindered women from working 
longer hours. However, a ruling by Assistant Attorney 
General Timothy Leonard, of the State of Oklahoma, in refer­
ence to exemptions for female employees has been used by 
other states as a precedent. The decision in Oklahoma 
stated that the State law which regulates the hours of labor 
for female employees is in conflict with Title VII of the
Civil Rights Act of 1964 which makes sex discrimination un- 

13lawful.
While states usually exempt female employees from the 

maximum daily hour restrictions when a firm is utilizing a
4-day workweek, formal application for an exemption is neces­
sary if no challenge has been made in the state to test the 
supremacy of the Civil Rights Act over State law.

Geographic Location of Firms
No one geographical area dominated the movement until 

approximately 1970. Table 8 on page 47 indicates that at the

13Tim Leonard, "Are Females Free to Work Longer Hours? 
Legal Opinion," in 4 days. 40 hours: Reporting a Revolution
in Work and Leisure, ed. by Riva Poor (Cambridge, Mass.:
Bursk and Poor Publishing, 1970), pp. 57-60.
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TABLE 8
GEOGRAPHICAL LOCATION OF FIRMS ASSOCIATED 

WITH A RESTRUCTURED 
WORKWEEK

Number of Firms

Location
East Coast
Midwest
Mountain
Region
West Coast
Total

Initial
Study
(1970)

26
5

3
_3
37

Percent
of

Total

70
14

8
_8
100

Most
Recent
Data
(1971)

145
65

14
49
273

Percent
ofTotal

53
24

5
18
100

Source: Prepared by the author.
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time of Mrs. Poor's study (1970) the major concentration was 
on the East Coast. However, more recent data reveal signifi­
cant increases in the Midwest and West Coast.

Types of Restructured Workweeks. 
and Compensation

Restructured or rearranged workweeks may be classified 
and defined in various ways.

Compressed Workweek. The total number of days decrease 
but total hours of work remain the same. Longer workdays 
result. An example would be 4 days, 40 hours.

Reduced Workweek. When the number of workdays and 
the number of working hours are slightly reduced the work­
week may be called a reduced workweek. Some 4-day companies 
do reduce total weekly hours, and thus are on reduced work­
weeks. Janice Hedges found that some companies utilize 4.5

14days per week with a reduction in weekly hours.
Shorter Workweek. This term shorter workweek refers 

to the union movement for a decrease in the number of weekly 
workdays with hours per day and total compensation remaining 
the same. An example would be the union desire for a 4-day, 
32-hour workweek.

14janice N. Hedges, "A Look at the 4-Day Work Week," 
Monthly Labor Review. LXXXXIV (October, 1971) , 33.
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Staggered Workweek. A staggered workweek refers to a
5-day or 4-day schedule in a sequence that begins on dif­
ferent days of the week. Many service establishments and 
shipping and receiving departments of manufacturing firms 
use the staggered workweek to provide service to customers.

Flexible Workdays. Some companies are on flexible
workdays. Such scheduling of workdays allows employees to
come to work at any time between certain specified hours.
For example, New York State's Department of Motor Vehicles
permits employees to start their workday any time between

157:30 and 9:00 A.M.
Table 9 on page 50 presents a distribution of 187 

firms by size, activity, and type of restructured workweek. 
The majority of the firms (180, or 96 percent) utilize the 
4-day workweek. Four-day firms work 37 hours per week 
(weighted average based on data for 37 firms). The workday 
for 3-day firms is usually 12 or 12.5 hours. Also, while 
most firms that convert decrease the number of total working 
hours per week, the total weekly compensation usually remains 
the same.

Dr. James Wilson of the University of Pittsburgh has 
provided some preliminary results of a study of firms using

15"Flexible Work-Days for Employees Boost Morale, Cut 
Tardiness," The Wall Street Journal, February 29, 1972, p. 1.



TABLE 9
DISTRIBUTION OF FIRMS BY SIZE, ACTIVITY AND TYPE OF RESTRUCTURED WORKWEEK 
_____________________________A c t i v i t y _________________________________

Size of Firm and 
Type of Workweek
Small

4-Day Workweek
3-Day Workweek

Total
Intermediate
4-Day Workweek
3-Day Workweek

Total
Large

4-Day Workweek 
3-Day Workweek

Total
Grand Total

Manu­
facturing

114
2

116

13 
JL
14

0
0
0

130

Service

26
2

28

5
2

7
0
7

42

Retail-
-in?

6
0

2
0

0
0
0
8

Whole­
saling.

3
0

0
0

0
0
0
3

Other

4
0

0
0

0
0
0
4

Total

153 
__4
157

20
_3
23

7
0
7

187

Type of Workweek 
4-Day Workweek 
3-Day Workweek

Grand Total

127 
__3
130

38
4
42

8
0.
8

3
0
3

4
0_
4

180 
__7
187

Source: Prepared by the author.
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the 4-day workweek. He asked 4-day workers what would be the
maximum number of hours they would be willing to work at one
time on a regular basis while still working the same number of
hours in a month. Mrs. Poor summarizes the results by stating

Only 2 percent say they would like a less than 8-hour 
day. Only 14 percent consider 8 to 9 hours optimal.
A full 52 percent say they prefer 10 to 11 hours; and 
29 percent say they would be willing to work 12 or 
more— w i t h  4 percent willing to work over 18. About 
a third of these workers . . . show preference for 
trading even longer workdays for even longer blocks 
of leisure t i m e .

Thus the 4-day workweek movement may be the harbinger of a
3-day movement since it appears that workers do desire in­
creases in leisure block time.

Employers' Reasons for Conversion
Listed below are the reasons for conversion and the 

various advantages expected by employers:
1. Publicity related to utilization of a restructured 

workweek usually attracts more prospective employees. As a 
result, a selection can be made from a larger cross-section 
of applicants and thus provides the firm with higher caliber 
employees.

2. Absenteeism is usually reduced because employees 
realize that they lose a larger portion of their pay if they 
do not work.

-*-6Riva Poor, Poor's Workweek Letter, February 15, 1972, 
pp. 2-3.
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3. The incidence of tardiness usually decreases be­
cause employees can only possibly be late 4 rather than 5 
times a week. It is significant that the total time assoc­
iated with tardy incidents decreases. Theoretically, even if 
the total possible number of incidents decreases, total tardy 
time could remain the same or increase. But the evidence 
indicates that total tardy time decreases. Some employers 
pay premium rates for the early morning hours rather than at 
the end of the day in order to encourage prompt arrival and 
immediate productive work.

4. Labor turnover (separation rate) is reduced be­
cause workers usually have a positive attitude toward the 
rearranged workweek. Because other firms do not utilize the 
restructured workweek, the employees tend to remain with the 
firm that does.

5. On a weekly basis there is a reduction in the 
incidence of washups and checkouts. Thus, more productive 
time is possible.

6. The employee spends less total time per week for 
lunch at work while working essentially the same number of 
hours. Also, while lunch time is still part of the time com­
ponent associated with the day off, such time can be more ef­
fectively integrated into the leisure block time that results 
from the rearranged workweek.
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7. Generally, productivity increases. Workers appear 
to use the increases in available total productive time re­
sulting from reduced absenteeism and tardiness in construct­
ive behavior. Another factor which can be associated with 
increased productivity is motivation to produce. (See Chapter 
III.)

8. Companies generally report decreases in overtime. 
The increase in productivity makes this possible. Another 
reason is that batch processors can possibly schedule another 
batch to be produced during the extended workday which was 
not possible when the workday was shorter.

9. Reports from companies indicate that better morale 
exists as a result of the restructured workweek. Evidence
of better morale is reflected in decreases in grievances, 
absenteeims, turnover, tardiness, less exploitation of sick- 
leave system, employees voting against unionization, and in­
creases in the number of applicants for job openings.

10. Usually firms that convert receive publicity be­
cause the rearranged workweek is considered an innovation.
The community becomes aware of the firm, its products, and 
the fact that the firm is providing workers with increased 
blocks of leisure time that the employees want. Chapter III 
will discuss this area more fully.
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11. Some service enterprises not only restructure the 
workweek but also provide a variety of schedules from which 
the worker can choose. Information gathered from such enter­
prises indicates that administrative problems do exist, but 
the workers believe that flexible schedules relieve the 
monotony of fixed schedules. Staggered schedules provide a 
better integration of personal and work goals, which is not 
possible with a fixed schedule. For example, if a situation 
develops where it is desirable to be away from work Tuesday, 
Wednesday, and Thursday, arrangements may be made to work on 
other days of the week without a loss in pay. Such schedul­
ing is not feasible in firms with fixed scheduling. Service 
enterprises also report that the staggered scheduling permits 
them to extend daily and weekly service hours, thus providing 
more convenient customer service.

12. Companies adopting the restructured workweek re­
port improvements in preventive and long-term maintenance. 
Maintenance of any type is no longer postponed, which was the 
tendency under previous schedules.

13. Some companies report that if overtime is needed, 
regular employees do not want overtime work because the lei­
sure time block on the day off is more satisfying. In such 
instances, the use of temporary help is necessary.
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14. Many companies report a decrease in overhead ex­
penses such as heat, light, and electricity.

15. Salesmen indicate that since the enterprise is 
operating on extended hours, it is easy to obtain promotional 
materials during nonsales hours.

16. Some companies report that management development 
and training programs can be scheduled with minimum inter­
ference in work schedules because such programs are scheduled 
on nonwork days. However, the participants, especially first- 
line production supervisors, may resent such scheduling of 
programs because they also like the day off.

Disadvantages and Obstacles
While the advantages accruing from conversion exceed 

the disadvantages, it is important to consider the following 
items:

1. Generally, unions will not allow the membership
to be included in a restructured workweek. Some union locals 
have participated in conversion programs only to be told by 
the international to discontinue such involvement.

2. Orientation or communication of the conversion 
plan presents certain unique problems. Reports indicate that 
verbal communication through group departmental meetings and 
informal discussions are best. However, more and more
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companies indicate that the use of a booklet is effective.
It gives the employee printed information which can be kept.

3. Older employees do complain about a more fatiguing 
workday. But it is important to realize that even with this 
complaint, productivity has increased. One possible explana­
tion could be the fact that productivity is related to the 
entire work period and not only to productivity near the end 
of the work day.

4. Increased moonlighting does occur. Most moonlight' 
ing is on a part-time basis.

5. Evidence indicates that some employees will quit 
as a result of the conversion. This could present manning 
problems and should be accounted for in the planning. Spe­
cial attention should be given to the attitudes of individ­
uals in critical jobs. Also, employees who are moonlighting 
on the old schedule may not be able to do so with the 4-day 
schedule, and may quit if their second job is disrupted.

6. Payments for nonwork days such as holidays pre­
sent problems. Companies generally attempt to keep the total 
yearly nonwork hour compensation the same. However, there 
are many exceptions to this method of payment.

7. Suppliers, if not given sufficient lead time to 
integrate their operations with those of a 4-day enterprise, 
could present problems. Storage space and material handling
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equipment requirements may increase because of the peaking 
that occurs as a result of the 4-day week.

8. Obtaining temporary workers may increase some 
costs— -for example, scrap rates— and decrease the quality of 
the product. Such conditions may occur when temporary help 
has to be obtained for work scheduled on the day off and 
regular workers do not want to work. Supervisor manning re­
quirements are also increased.

9. Labor cost will increase substantially if the pro­
visions of the Walsh-Healey Act are applicable. Also, com­
panies indicate that the provisions of the Walsh-Healey Act 
are obstacles hindering conversion.

10. A 3-shift operation may be an obstruction unless 
overlaps can occur. Police departments use 3, 10-hour shifts 
with a 2-hour overlap occurring during peak crime hours. 
Hospitals also use the same schedule with overlaps occurring 
at peak demand periods. Such overlapping may occur during 
periods of time when the incidence of treating accident vic­
tims increases and during meal periods. Hospitals report 
better quality care as a result of fewer losses of informa­
tion between shifts. Also, the ability to handle crisis 
situations improves, for not only can the crisis be handled 
but normal activities do not suffer. Manufacturing opera­
tions that do not have the physical capacity for overlap,
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schedule 2, 10-hour shifts and use part-time help for 4 hours 
or they schedule maintenance for the remaining 4 hours.

Implications of Restructured 
Workweek for Managers

Usually the middle and top management personnel of a 
firm that has converted continue to work their normal sched­
ules. The primary reason for such action stems from the in­
terface that middle and top managers have with factors exter­
nal but critical to the firm. Customers, suppliers, and 
transportation carriers may need constant attention. Lack of 
coordination with these elements in a firm utilizing a 3- or
4-day schedule can have serious implications for production 
schedules and attendant costs.

Generally, middle and top managers experience more 
pressure during the extended workday, but they work in a more 
favorable climate on the fourth and/or fifth day. In fact, 
most managers state that their usual Saturday work is no 
longer necessary, and the result is a 2-day rather than a 1- 
day weekend.

First-line supervisors in job-lot shops either arrive 
earlier or stay later than their subordinates in order to 
properly coordinate activities. Such action is necessary, and 
as a result, the supervisor's day is lengthened considerably. 
Coupled with such lengthy days are frequent instances when
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the supervisor's presence is necessary on the fifth day for 
meetings and overtime. Thus, it appears that when conversion 
takes place, greater time demands are made on supervisors in 
job-lot shops. Also, considerable disruption occurs in the 
supervisor's home life.

Implications for Employees
Some of the advantages and disadvantages associated 

with employees are presented below.
Advantages. Advantages accruing to employees are:
1. Some companies decrease total weekly working hours 

and gross compensation remains the same. Such action results 
in rate increases.

2. Commuting time is reduced because the rearranged 
schedule is usually planned in a manner that permits commut­
ing to the place of employment during off-peak hours.

3. Commuting incidents are decreased by 20 percent 
assuming a 5-day workweek is reduced to 4 days. Reduced com­
muting cost also provides tax free savings.

4. The cost of lunches decreases, especially if vend­
ing machines and/or restaurants are used considerably. Baby­
sitting costs that occur on the fifth day are also eliminated 
as a result of the 4-day workweek. But similar cost during 
the 4 days of work may increase slightly, but there is a net 
savings.
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5. Workers appear to prefer the longer weekend. The 
leisure block time allows for participation in a broader 
range of desirable activities.

Disadvantages. There are negative aspects as follows:
1. The most frequently stated disadvantage is the 

general level of inconvenience. Employees complain about 
getting up earlier, getting home later, and disruptions to 
family meals and evening activities.

2. Car pools are disrupted and public transportation 
may not be available at the desired time.

3. Many employees complain about driving during dark 
hours and winter driving.

4. Older employees who normally walk to work or use 
public transportation indicate that the longer workday in­
creases exposure to darkness and heightens fears of violence.

5. A unique reason for being against the restructured 
workweek was given by an elderly employee of the Svirk Com­
pany who wanted the plant to operate more days rather than 
fewer. Informal contacts with employees and first-line 
supervisors revealed that the individual was the plant's 
"bookmaker."

6. Older workers object that the increased leisure 
hours are wasted in recuperating from fatigue due to the ex­
tended hours of work.
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7. A unique objection came from a married female who 
associated a decrease in sexual activities to the extended 
workday. No comments were made concerning sexual activities 
during the days off. Mrs. Poor has suggested that the more 
common desire for the day off may be related to expectations 
of an extra-lengthy day in bed.

Married female workers report more disadvantages than 
males because women workers must still perform their role as 
housewife. Also, even though fatigue is mentioned as a dis­
advantage, no adverse effects on safety have been reported, 
and productivity has generally increased.

Reasons for Discontinuing 
the 4-Dav Week

Data provided by Mrs. Poor indicate that 19 firms have 
tried and abandoned the restructured week. This represents 
approximately 3 percent of the 658 firms utilizing the re­
structured workweek. It is interesting to note that 5 of the 
19 firms are in the process of reintroducing the restructured 
workweek.

The varied reasons for discontinuing are presented
below.

1. One firm discontinued the restructured workweek 
because the husbands of female employees demonstrated at the 
firm, charging disruptions of family life.
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2. A firm located in a remote area discontinued 
utilizing the rearranged workweek because of local customs.
In this instance, social activities were normally planned to 
occur during the weekly evening hours. The extended workday 
interfered with the employees' participation in such activi­
ties and the firm restored the old schedule.

3. One firm indicated that employees would not work 
overtime on the day off and temporary help was not available. 
Apparently the overtime which originally occurred on a 
Saturday was shifted to a Friday under the 4-day schedule, 
and the employees preferred the extra day off rather than the 
overtime work and premium pay.

4. Five firms reported losses in productivity.
5. Several firms reported that the work load and pres­

sure on first-line supervisors became too great. Furthermore, 
budget limitations prevented further hiring of first-line 
supervisors.

6. In some instances, local unions authorized the 
conversion to a rearranged workweek but were over-ruled by 
their international.

7. Three firms reported inadequate internal planning 
as the reason for discontinuing, but all are now in the pro­
cess of reinstalling the restructured workweek. No specific 
details related to the new planning process are available.
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8. Two firms discontinued the new schedule because 
exemptions from the provisions of State laws regarding maxi­
mum daily hour restrictions for female employees were not ob­
tained. These firms have applied for the exemptions and in­
tend to reintroduce the rearranged workweek.

Planning— A Problem Area
One problem area— the necessity for detailed planning—  

appears to be significant. When planning for conversion, at­
tention must be given to the following factors:

1. Objective criteria should be established that will 
serve as standards for control purposes. Case histories in­
dicate that, generally, specific objective standards are not 
established. Thus far, managers have been primarily relying 
on subjective judgments when evaluating the results of a re­
structured workweek. Also, if all firms that have converted 
were to report results on a similar basis, overall valid and 
reliable interpretations would be possible.

2. Changes in manning requirements may occur. Data 
indicate that first-line supervisors' manning requirements 
increase when overtime is continually used on the day off. 
Changes in the composition of the work force may also occur 
because some workers will simply not like the rearranged 
schedule.
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3. Some measure of employee attitudes prior to in­
stallation should be obtained. Such measures can indicate 
the individuals likely to quit and proper contingent planning 
could be done. If quits are likely in conjunction with cri­
tical jobs for which no labor supply exists, proper training 
can be included in the plan.

4. Generally, maintenance programs are not postponed 
as a result of the 4-day workweek. Firms utilize the day off 
for preventive and long-term maintenance programs. If the 
facilities and equipment are not being utilized on an over­
time basis, unencumbered time is available for maintenance 
during the day off. If extensive use is made of overtime on 
the day off, the maintenance is scheduled for the weekend.

5. Most firms phase-in the use of a restructured 
workweek. Phasing-in permits learning to take place which 
minimizes mistakes in further phases of the program.

6. A cost-benefit analysis should be formalized in 
the plan. So far, it appears that financial analysis has 
been minimal. Perhaps the companies involved in conversions 
to a shorter workweek do not have the resources for such 
analysis; thus, subjective evaluation takes place.

7. Service requirements of customers must be con­
sidered. Shipping departments of manufacturing firms either 
use staggered schedules to provide 5- or 6-day coverage or 
use temporary help on such days.
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8. Communication of the initial plan to employees 
should be by written material. Verbal communication should 
follow quickly to provide immediate answers for the many 
questions that will arise. Communication plans should con­
sider effective understanding of all facets of the tentative 
conversion by all ethnic groups, especially those who do not 
understand English.

9. Managers should realize that utilization of the 
restructured workweek can be used as a strategy to achieve 
desired changes in other areas. For example, if management 
wishes to have greater flexibility in assigning workers to 
jobs during the slack season, a trade-off could be made—  

flexible seniority rules for a restructured workweek.
10. Consideration should be given to policies on sick 

pay, disability, retirement, and jury duty. Most firms cal­
culate the above items on a 4-day week. For example, if the 
previous sick day allowance were 10 days, the allowance after 
conversion would be based on 8, 10-hour days. Some companies 
do retain the same total number of sick days.

11. Vacations may present some problems. Most firms 
base vacation time on length of service, generally measured 
in weeks. Four-day companies normally require employees to 
take full weeks of vacation and discourage taking vacation 
time on a daily basis. If daily usage is permitted, the
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usual policy is to relate the weeks to days. Thus, a 4-day 
company which gives an employee a 1-week vacation should 
stipulate that the week consists of 4 days and not 5 days.

12. Policy on time off for personal business should be 
considered. The practices are mixed. Some companies decrease 
or eliminate such time on the ground that the extra day off 
should be used for personal business. Others retain the old 
policy of the same number of days but actively discourage uti­
lization. Some firms do not change the previous policy, and 
do not discourage utilization. The thinking in this regard is 
that the utilization of the leisure time associated with the 
extra day off is the employee's decision which should not be 
infringed upon by company policy.

13. Holiday planning must consider these items:
a. Whether daily compensation should be based on 

the new daily hours (10) or the old (8) .
b. Total yearly cost for holiday compensation.
c. Total annual number of holidays, keeping in

mind the Monday holidays established by Federal 
law. (See page 11.)

d. Compensation for holidays falling on a non­
working weekday.

e. Compensation for holidays falling on a weekend.
f. Compensation for an additional day of work if a

holiday falls on a workday and the workweek is 
therefore extended.
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The holiday compensation plans of firms are diverse 
and are designed to meet the unique needs of each company. 
However, many firms attempt to maintain the same total number 
of yearly holiday hours. Other firms pay 10 hours for all 
holidays falling on a workday and either ignore holidays fal­
ling on a weekend or non-workday, or pay for these on an 8- 
hour basis.

Future Implications 
The immediate future of the movement is dependent upon 

the removal of two primary obstacles: Federal law and work­
week policies, and the attitude of the unions. Momentum 
could increase if government workers, at any level, were to 
be covered by the 4-day concept.

Social Implications
As stated in Chapter I, the 4-day workweek movement is 

an innovation which is challenging the use of time over the 
life-span of people. While some segments of the economy have 
reacted negatively to the changes in business schedules, one 
should realize that schedules have been constantly changing.

Retail establishments are open longer and at different 
hours than previously. Colleges have changed their school 
years to quarterly or tri-semester academic years. Even the 
Roman Catholic Church has changed the schedule for masses,
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allowing the Sunday Mass obligation to be met on a Saturday 
evening; essentially the Church is providing unencumbered 
leisure time on Sunday. Such changes in schedules are made 
to serve the individual's needs better.

Proponents of the 4-day movement argue as follows:
1. The Federal Government, which exists for the good 

of all, should not hamper, but encourage the change by re­
moving the restrictive provisions of laws.

2. Unions should realize that the 4—day movement can 
benefit both labor and management. Evidence indicates that 
both productivity and higher wages result. In addition, the 
restructured workweek movement may well be a transition period 
which gives employers the opportunity to solve internal pro­
duct and service problems and move toward a shorter 4-day, 
32-hour workweek with no reduction in pay. If the current 
level of unemployment cannot be reduced, national policy may 
dictate a shorter workweek in order to share the work. Thus, 
the 4-day movement can be viewed as a movement to phase-in a 
shorter workweek on a national level.

Specific Questions. The movement does raise other 
provocative social and economic questions:

1. What influence will the 4-day workweek have on 
national employment?
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2. Will increases in productivity continue and re­
duce the number of future jobs?

3. Will jobs increase in the businesses related to 
leisure time activities?

4. Will workers who travel long distances to their 
jobs, and who work 3 or 4 days want dormitories at the work 
site?

5. Will present plans for the national highway sys­
tem be able to handle an increasingly mobile population?

6. Will tax rates be increased in order to provide 
recreational areas and highways?

7. Will family ties be strengthened or weakened?
Will divorce or separation rates increase as a result of one 
spouse's working and the other having time off?

8. Will individuals know how to utilize the leisure 
time or must life-planning services be established?

9. Will the birth rate change in any way as a result 
of the extra time off?

10. Will sufficient recreational areas be available?
11. How will natural resources be influenced as a re­

sult of increased demands made upon them?
12. Will schools change their schedules to permit the 

children to share the leisure time with their families? Will 
schools change their schedules in a way that would permit
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individuals to utilize educational services during the ex­
tended leisure time?

13. Will business be required to furnish child care 
centers if babysitting becomes a significant problem for 
working mothers?

14. Will laws be necessary to prevent moonlighting and 
insure a more equitable distribution of jobs throughout the 
work force?

15. Will the longer hours decrease the life expectancy 
of workers?

16. Will the fatigue associated with older workers 
cause such individuals to drop out of the work force?

17. Will the retirement age be influenced? Will Social
Security laws be significantly influenced?

18. Will longer hours of repetitive work affect the 
mental health of the nation?

19. Will the 4-day movement act as an impetus toward 
redesigning jobs in order to relieve the monotony associated 
with repetitive work and an extended workday?

20. Does the movement reflect positive attitudes to­
ward leisure, or negative attitudes toward work, or both?

It should be noted that as more workers are employed 
in the restructured workweek some of the advantages will be 
eliminated. For example, commuting congestion will again be
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a problem, appointments on nonworking days will be more dif­
ficult to obtain, and congestion will increase on highways 
and at recreational facilities.

It is too early to answer some of these questions be­
cause the movement is rather moderate. However, future plan­
ning should consider all possible aspects.

Chapter Summary
Initially, the primary users of a 4-day workweek were 

petroleum companies. However, beginning in 1960, the move­
ment spread to other types of industries.

Currently, 658 firms are associated with restructured 
workweeks. Latest available figures indicate that 150 firms 
per month are adopting a rearranged workweek schedule. How­
ever, such firms represent only 6 percent of total business 
entities and the employees only .12 percent of the total na*- 
tional work force of approximately 85 million workers.

The enterprises are essentially small manufacturing 
firms employing 250 employees or less. Most are located on 
the East Coast and are nonunion.

Many advantages are associated with the 4-day work­
week— for example, easier recruitment; reduced absenteeism; 
reduced tardiness; favorable changes in turnover rates; in­
creased productivity; and better employee morale.
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However, various disadvantages and obstacles are also 

associated with it: unions do not subscribe to the concept;
ineffective communication of the plan to workers may impede 
the conversion program; older workers complain about fatigue; 
moonlighting increases; some employees quit; and State and 
Federal laws may raise labor costs for the firm.

Generally, top and middle level managers in such firms 
are not covered by a 4-day workweek. Usually factors external 
to the firm demand attention on a conventional workweek basis. 
First-line supervisors do work on the basis of the shorter 
workweek schedule, but frequently the time demands made upon 
them curtail their effective use of leisure.

Employees indicate various factors that they find 

favorable, such as decreases in commuting cost and time, and 

effective use of large blocks of leisure time. Some unfavor­

able aspects are: the need to rearrange home activities;
disruption of car pools; getting up early and getting home 
late; violence in the streets after dark; and fatigue.

It appears that employees are more than satisfied with 
the benefits associated with the block leisure time. One in­
dication of the success of the movement is that the number of 
firms that have discontinued use of the restructured workweek 
is rather small (3 percent or 19 firms) and 5 of these are 
returning to the shorter workweek after initial failure. The
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main reason for failure is improper planning. Firms may not 
communicate the plan effectively; may run up against Federal 
and/or State laws? may adopt a flexible schedule which is too 
difficult to administer; may attempt to utilize the shorter 
workweek in all phases of operations at once rather than 
phasing-in gradually; and no controls may be established to 
evaluate progress and results.

It appears that in order to have widespread adoption 
of the concept, Federal wage and hour laws will have to be 
changed and union opposition minimized.

In discussing any implications of the 4-day workweek, 
various broad social aspects must be examined. The social 
questions raised in this chapter could have profound effects 
upon society and should be investigated before the movement 
expands much further.



CHAPTER III

A FIRM'S IMPLEMENTATION OF THE 4-DAY WORKWEEK

This segment of the study will examine a specific 
firm's installation and utilization of the 4-day, 38-hour 
workweek. Initially, the general background of the industry 
and firm will be presented followed by a description of the 
managerial problems in converting. These include planning 
and the decision making process, control, delegation of auth­
ority, communication and motivation, and leadership implica­
tions. A description will be given of relevant production 
activities prior to and after installation. Also, an ap­
praisal will be made of the managerial methods used in the 
conversion. Such an appraisal will reveal the strengths and 
weaknesses of the managerial activities and is intended to 
serve as a case history for other firms contemplating con­
version .

General Background of the Firm 
The company at which the research was performed is a 

softgoods manufacturing firm on the Eastern seaboard. The

74
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firm is located near an urban community which has a population 
of approximately 100,000. The area is a major center for the 
production of iron and steel, ceramics, and rubber.

The work force in the area numbers 41,400 and repre­
sents 33 percent of the state's total work force. The 428 
commercial establishments produce goods for local, regional, 
and world markets. The area has a minor port and airport 
facility, but depends primarily on truck and railroad trans­
portation. In recent years, research and development estab­
lishments have located in the area as a result of the high 
concentration of colleges.

The firm, designated here as the Swirk Company, has
1been in existence since the 1920’s. Until the 1960's, the 

company had been privately owned. During the mid-1960's, it 
was acquired by a diversified manufacturer of softgoods 
listed on the New York Stock Exchange. Competition from 
larger manufacturers and imports caused this merger and sig­
nificant numbers of other mergers throughout the industry.
The Swirk Company is one of the main divisions of the parent 
company. Annual gross sales of the firm range from $10 mil­
lion to $15 million. The company and the industry have been 
plagued by steadily increasing costs of materials.

"̂The actual name of the company has been given to the 
Chairman of the Dissertation Committee.
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Products and Workers 1 
Skills Involved

Demand for industry products is directly related to 
changes in personal consumption expenditures, frequency and 
duration of fashion cycles, and adaptability to style and 
color coordination with other softgood products.

Until a few years ago, products of the industry re­
quired intense handwork by highly skilled workers. Today, as 
a result of technological advances, the industry has been 
able to reduce the skill requirements and has dramatically 
expanded product mix.

Management of Human Resource
Generally, the company is considered to be a leader in 

the industry because of the pioneering accomplished in intro­
ducing new technology and products, and the concern shown for 
the human resource factor in production.

Over the years, the Swirk Company has provided em­
ployees with the highest pay in the industry ($2.70 per hour 
versus an industry average of $2.60) . Most production jobs 
(95 percent) are paid for under an incentive system. The 
company is earnestly concerned with every employee's need to 
earn a living and over the past 5 years has laid off only 13 
workers. When customer demand weakens, reduced hours, but no 
mass layoffs, occur. During slack times the company retrains
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employees for jobs that are available, and transfers employees 
to departments that have work. Such decisions have resulted 
in overstaffing, but are consistent with management's desire 
to provide workers with steady employment. Adjustments in 
the work force are generally made through normal attrition.

A further concern for employee welfare is reflected in 
the president's discussion with this author about his desire 
to provide a guaranteed annual wage for employees and elimi­
nate the piecework concept. The president sincerely believes 
that elimination of anxieties concerning money and the ability 
to work fast to earn more money will promote better attitudes 
toward the company.

Company fringe benefits for employees are considered 
the best in the industry. Besides the normal pension plan, 
the company also has a profit-sharing plan. Initially, this 
plan was unique in the industry and the only contribution 
made by the employee is to do his job as efficiently as pos­
sible.

Participative Management
Generally, employees are encouraged to participate ac­

tively in many decision-making activities. For example, em­
ployees are represented on the committee that manages the 
profit-sharing plan. When changes in operations are being 
considered, employees are asked to submit suggestions, express
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opinions informally, and, as was the case with the 4-day work­
week, to vote on the matter being considered. It is inter­
esting to note that this open door and free expression policy 
is actively engaged in by employees. On many occasions em­
ployees discuss matters by going to the president's office, 
or engage the president in conversation on his frequent trips 
through the plant.

Family Concept
The company makes a sincere effort to insure that the 

"family concept" permeates the entire organization. All an­
nouncements refer to the "Swirk Family." A special paid holi­
day is designated as "Swirk Day." On this day, attempts are 
made to strengthen the "family concept."

Golf tournaments and a special trip to an event, usu­
ally in another city, are scheduled. Further evidence of the 
importance given the "family concept" is the company-sponsored 
picnic. Rigid control is maintained to insure that only em­
ployees and their immediate families attend. The author 
could not obtain permission to attend. Prizes given to chil­
dren and adults usually are useful and have high monetary 
value.

It is interesting to note that no employee cafeteria 
is provided. However, lunch rooms and vending machines are 
scattered throughout the physical plant. On the basis of
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observation and informal discussions, this author concludes 
that the cafeteria is perhaps purposely not provided. Dining 
tables, far removed from designated areas, are permitted, with 
tablecloths, centerpieces, candles, and even cloth napkins. 
This is intended to promote the family philosophy that per­
meates the company.

Paternalistic Management
Consulting services are provided for personal or fi­

nancial problems. Since some employees speak Spanish and 
very little English, the company initiated a conversational 
Spanish course for appropriate supervisors. This enabled the 
channels of communication to become more effective.

Observation of many incidents in the personnel office 
indicate the extent of employee freedom and management con­
cern with employee problems. Typical incidents are:

1. Spouses wanted to see their wives to obtain signa­
tures for installment credit contracts.

2. Individuals needed personal loans, and receive 
them from the managers or the company or the 
credit union.

3. Individuals needed help in understanding legal con­
tracts .

Most requests were granted.
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The company is closed 4 weeks during the year for va­
cation. Two of these weeks occur in August during the slack 
season. However, the other 2 weeks occur during the Christ­
mas and New Year's holiday period. Even though this is con­
sidered to be part of the peak period, it is management's 
specific desire to have employees spend the holidays with 
their families.

Unionization and Composition 
of the Work Force

Management is encouraged by the results of its per­
sonnel philosophy for the plant is nonunion. However, the 
industry is highly unionized. Unionization attempts by the 
Amalgamated Clothing Workers of America have failed for 3 con­
secutive years, by margins of 32, 15, and 85 votes respect­
ively.

The composition of the firm's work force is shown in 
Table 10 on page 81. A majority of the employees are classi­
fied as "production" (74 percent), and most employees are fe­
male (63 percent). The average and median age of the entire 
work force is 43 and 45 respectively. The average length of 
employment is 20 years and the median is 12 years.

Most top and middle level managers do have college de­
grees. However, first-line supervisors generally have a high 
school education. The educational level of the workers is be­
low high school.
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TABLE 10
COMPOSITION OF FIRM'S WORK FORCE

Managers Male Female Total
Executives 6 0 6
Middle Managers 11 0 11
First-Line Supervisors 12[ !5 1_8

Total 30 5 35

Operatives
Office and Data

Processing 17 53 70
Engineering, Cost, and

Production Control 6 11 17
Production 130 279 409
Salesmen 20 __ 0 20

Total 173 343 516
Grand Total 203 348 551

Source: Prepared by the author.
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The marital and family status of the entire work force 
could not be determined because records were incomplete. In 
fact, response to these items on the questionnaires was mini­
mal. A more detailed discussion regarding low response rates 
to marital and family status will be discussed in Chapter V.

Organization Chart
Figure 1 on page 83 presents an organization chart of 

the firm. The chart is used only to show the general 
authority-responsibility relationships and lines of communi­
cation. No formal job descriptions exist. Most management 
activities are extremely informal. For example, communication 
is mainly verbal (face-to-face or by telephone), and the num­
ber of meetings is minimal. Whenever exceptional coordination 
problems arise, a meeting is called and all necessary com­
munication takes place in a minimum of time. Agendas, no­
tices, and minutes of meetings, when used, are short and to 
the point. While written communication is encouraged, verbal 
communication is used extensively.

Interviews and a review of company records indicate 
that historically the firm had a president who practiced cen­
tralized management. The current president is attempting to 
change the climate by practicing general supervision, that is, 
decentralizing authority and decision-making.



FIGURE 1
FIRM'S ORGANIZATION CHART

President

I----------Vice-President
Administration

I Manager
Personnel Data
Manager Processing

Production
Control
Manager

 I

81
Operative
Employees

factory is being established.

-Treasurer
►Controller

Vice-President
Marketing

Sales t^anager 
Product Product
Group
A
I___

Group
B

_ l

20
Salesmen

------TVice-President
Produc±ion

Manager
Industrial
Engineering

Factory 
Manager 
Plant A

Factory 
Manager 
Plant Ba

Assistant
— Factory
Manager
Manager
-Quality
Control

18
Operative Supervisors 
Employees

409 
Operative 
Employee s

Sources Prepared by the author.



84

Production Activities

The company produces 8 basic products with approxi­
mately 1,600 variations in 7 fabricating departments. A 
schematic of the production activities is presented in 
Figure 2 on page 85. The production cycle begins with ma­
terials being provided to fabricating departments by "feeder" 
departments. Hereafter, the individual feeder departments 
will be referred to as F-l, F-2, F-3, and F-4. Fabricating 
departments in the production division will be referred to as 
P-l, P-2, P-3, P-4, P-5, P-6, and P-7. Work is processed in 
lots that usually average 50 to 75 units. About 50 percent 
of the units produced are for orders, the remainder for in­
ventory. Subsequent orders are filled from units in inventory 
and the unfilled portion (which may be considerable) is placed 
on back-order. It takes approximately 3 weeks to process a 
job lot.

Work performed by feeder departments is critical both 
as to quantity and quality. Failure in either respect means 
production gaps in the fabrication departments and delays in 
shipment of orders. Since the industry is hihgly competitive 
and the company essentially adopts the marketing concept, con­
siderable pressure is placed on production departments to sat­
isfy customer requests. Thus, production control is critical. 
A 1-shift production schedule from 7:30 A.M. to 4:00 P.M.,
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FIGURE: 2
SCHEMATIC OF FIRM'S PRODUCTION ACTIVITIES
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with a half hour for lunch, was utilized prior to installation 
of the 4-day workweek. Production workers were working 40 
hours, 5 days a week, or 8 hours per day. Average weekly 
gross pay was $108.

Management Role in Converting 
The president of the firm initiated action for the 4- 

day workweek in October, 1970. The reasons stemmed from the 
basic concern that the president had for the human resource.
He had read how employees who were working a 4-day workweek 
enjoyed the day off. His main source was articles in period­
icals.

Besides providing employees with a day off which they 
would appreciate, especially the female employees, the presi­
dent saw the move as another innovation in an industry where 
the company was considered a leader. Also, since the com­
pany had not significantly increased the general level of 
wages for approximately 5 years, the 4-day workweek could be 
designed to result in a wage increase. With the above pur­
poses in mind, the planning began.

Planning for the 4-Dav Workweek
Primary authority for planning the conversion was 

delegated to the vice-president in charge of production. The 
president set the tentative conversion date for the beginning 
of November, 1970.
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Integrated planning did not take place. Investigation 
of company records and discussions indicated that the plan­
ning was accomplished by the vice-president of production in 
consultation with the president. No formal written plan was 
established. Communication among the executives was essen­
tially verbal.

Variables Considered
The notes of the vice-president of production indicate 

that consideration was given to the following variables:
1. In order to meet the verbal directive of the 

president concerning the date of installation, planning had 
to be accomplished quickly.

2. Since results of the conversion were uncertain, a 
decision was made to phase-in the 4-day workweek. The most 
effective fabrication department, P-l, was selected to start.

3. Consideration was given to the problem of em­
ployees' attitudes toward the restructured workweek. How­
ever, before investigating employee attitudes, hours of work 
and wage payments had to be determined in order to present 
the employees with a comprehensive plan.

Various hourly alternatives were considered for the 4- 
day schedule:

a. 38 hours per week or 9.5 hours per day.
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b. 36 hours per week or 9 hours per day.
c. 40 hours per week or 10 hours per day.
It was the president's desire to increase the hourly

rate of pay. Thus, if average total weekly pay ($108) was to
remain the same, a 38-hour week would result in an hourly 
rate of $2.84. A 36-hour week would result in an hourly rate 
of $3.00. If a 40-hour workweek were selected, the rate 
would remain the same, eliminating this alternative.

Two factors became critical at this point, namely, 
overall productivity and gross pay. The president considered 
the possibility of increasing gross pay regardless of the 
hours worked; thus the 40-hour, 4-day week was still an al­
ternative. However, the president concluded that the result­
ing 10-hour day would be too demanding on workers and would 
impair productivity. He also wanted to show that management 
was concerned about employee welfare. Keeping the total hours 
the same would probably be interpreted by the workers as ex­
ploitation. Again, the 40-hour, 4-day week was eliminated as 
an alternative.

Productivity and its relationship to decreased hours 
of work became significant. Since uncertainty existed in re­
gard to this relationship, a minimal decrease was selected, 
that is, 2 hours. Also, since the restructured workweek was 
to be phased-in by beginning in the most effective department
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(determined by opinion rather than objective data) results 
could be studied before further decisions had to be made.

To implement the president's desire for an increase in 
gross pay, a decision was made to pay overtime for all hours 
over 8 hours per day— that is, 1.5 hours per day were to be 
paid on an overtime basis. The decision met the provision of 
Sec. 1(c) of the Walsh-Healey Act which requires overtime pay­
ments for all hours worked over 8 hours per day. This was 
important, since the firm did work on Government contracts.

Thus, the 4-day 38-hour workweek (9.5 hours per day) 
was chosen, resulting in estimated gross weekly pay of 
$110.70. Based on this plan, the hourly rate became $2.91, 
which represents an 8 percent hourly increase. In effect, 
employees worked 38 hours and were paid for 41 hours. The 
vice-president of production thought that the reduced hours, 
when combined with a rate increase, would provide sufficient 
incentive to keep productivity at least at the same level 
yielded by a 5-day, 40-hour week. The vice-president's notes 
indicate that savings in overtime were expected. However, if 
overtime was warranted it could be done on the fifth day. As 
a result, workers would still have 2 days off rather than 
working overtime on the sixth day which was the case with a 
5-day week.
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4. Productivity was expected to be favorably influ­
enced because total weekly break time of 100 minutes would be 
reduced to 80 minutes (2, 10-minute breaks per day for 4 days).

5. To decrease commuting time and relieve traffic 
congestion, the working day was scheduled from 7:00 A.M. to 
5:00 P.M., with a half hour for lunch.

6. A Monday-Thursday schedule was implemented. It 
must be pointed out that at this point no alternative weekly 
schedule was investigated by management.

7. After all the above variables were considered, em­
ployees in P-l were told of the tentative changes. No ad­
vantages or disadvantages were communicated to employees. A 
trial period of 1 month was to be used. Department employees 
were allowed to vote on utilization of the 4-day workweek as 
planned, with a majority determining the action to be taken. 
After the 1-month trial period, another vote was to be taken 
to decide on continuance of the restructured workweek.

Summary of Management Role
Informal discussions and interviews revealed that the 

president was the key person in initiating the 4-day work­
week. All planning was restricted to the president and vice- 
president of production. No other managers— top, middle, or 
first-line— participated. Formal documentation of plans was 
minimal— only notes were used. Initially, all planning and
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communication of the plans were verbal. No control measures 
were established. Criteria to measure success or failure, 
other than the employee vote, were not included in the verbal 
plan. The planning time period was approximately 1 month 
(October, 1970). A favorable vote for the trial period was 
taken November 2, 1970, and the 1-month trial period began in 
1 department (November 15, 1970 to December 16, 1970) .

Actual Installation of the 4-Dav Workweek
The phasing-in summarized in Table 11 on page 92 in­

cludes 6 of 7 production departments. The employees covered 
by the restructured workweek numbered 273, or 67 percent of 
the total production employees. Those voting represented 99 
to 100 percent of the total possible votes for the "to try" 
and "to continue" situations respectively.

All departments voted "to try" the rearranged workweek. 
The 3 departments which were asked to vote "to continue" voted 
favorably. The favorable vote "to try" represented 70 percent 
of the total number of voters, while the vote "to continue" 
was 73 percent.

Considerable attention was given to the individuals who 
voted "no" on continuation. Each such employee— 30 in number—  

was personally interviewed by the factory manager and vice- 
president of production. This writer sat in as an observer 
for approximately 75 percent of the interviews. Disruption



TABLE 11
FIRM'S PHASING-IN OF RESTRUCTURED WORKWEEK

Number of Votes
To Trya To Continue13

Date Initiated Department Yes No Total Yes No Total
November, 1970 P-l 38 16 54 42 14 56
February, 1971 P-2 12 9 21 10 4 14
March, 1971 P-3 25 8 33 28 12 40
April, 1971 P-4 41 15 56 — — —
April, 1971 P-5 57 18 75 — — —
June, 1971 P-6 18 14 32 - — —

Total 191 80 271 80 30 110

aThe vote represents 99 percent of 
ees were "sick" and did not vote. the total of 273 employees. Two employ-

^A vote to continue was only taken in the first 3 departments. Manage­
ment foresaw the possibility of other departments voting to discontinue which would 
have created immense coordination and administration problems. Because of this, 
management decided against further voting on continuance. There were no significant 
complaints from employees.
Source: Prepared by the author.
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of car pools and the absence of public transportation to the 
work site under the new hours were the main reasons for the 
"no" vote. Management resolved each problem to the satisfac­
tion of the employee.

Ijolidav Problems
The vice-president of production decided to phase-in 

the restructured workweek so that the organization could 
learn and thus minimize possible errors in other departments. 
After the first department's experience, problems did appear. 
The most significant was the holiday question. No prior plan­
ning was done to determine the basis for holiday compensation, 
whether 8 hours or 9.5 hours. Also, plans did not include 
provisions for holidays falling on various days of the week. 
The holiday question was resolved after introduction of the 
rearranged workweek. The decision on the holiday problem is 
presented below:

1. If a holiday falls on a Monday or if it falls on 
Sunday and is celebrated on Monday, the employees 
are paid 8 hours at straight time for the holiday 
but the schedule for the week is changed so that 
Friday of such a week is a regularly scheduled 
workday.

2. If a holiday falls on Friday or if it falls on 
Saturday and is celebrated on Friday, the employees



94

are paid 8 hours straight time for the holiday but 
the schedule for such a week is not changed.

3. If a holiday falls on Tuesday, Wednesday, or
Thursday, employees are paid 8 hours straight time 

for the holiday and no change is made in the 
weekly schedule.

Initial planning failed to consider the 5 Monday holi-
2days designated by the Federal Government. Because too much 

productive time would have been lost, the decision was made 
to designate Friday of such a week as a regular workday. The 
results of the decision are summarized in Table 12 on page 95, 
based on the 1971 calendar.

Since a Friday is added as a workday when a holiday 
falls on a Monday, no hours off are indicated. The 2-hour 
reduction in the workweek is based on a 46-week year 
(46 x 2 =92 hours off). While the employee works 38 hours 
per week, his gross pay, after considering overtime for all 
hours over 8 hours per day, is equivalent to working 41 
straight time hours. Thus, each employee on a restructured 
workweek is paid for 138 equivalent straight time hours per 
year without regard to actual time worked.

^Holidays - Observance on Mondays. U.S. Code. Vol. V, 
sec. 6103a (1968). The 5 holidays are Washington's Birthday, 
Memorial Day, Labor Day, Columbus Day, and Veteran's Day.
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TABLE 12
THE EFFECT OF HOLIDAYS IN REDUCED WORKWEEKS

Hours Off Hours Paid

5-Dav. 40-Hour Workweek
8 Holidays 64. 64

4-Day, 38-Hour Workweek
5 Monday Holidays —  40
1 Thursday Holiday 9.5 8
2 Friday Holidays —  16
2 Hour Reduction in Workweek 92 138

Total: 4-Day Workweek 101.5 202
Difference: 5-Day Versus

4-Day Workweek 37.5 138

Source: Prepared by the author.
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Improper planning was reflected in the way "Swirk 
Day"— a company holiday— was scheduled. The latter was sched­
uled for a Monday, which meant a Friday had to be added to 
the workweek. Many employees resented this since, in effect, 
the time had to be made up.

Minor Problems
Minor problems also presented themselves. Examples 

are presented below.
1. Should jury duty pay be determined on a 9.5 or 8- 

hour day? Daily jury duty pay was treated the same as holi­
day pay, that is, it was based on an 8-hour day.

2. Feeder departments which were not on the 4-day 
workweek were pressured at times to provide work for the fab­
ricating departments. Interviews revealed that sufficient 
lead time was not given to the feeder departments when the re­
structured workweek was initiated. As other production de­
partments converted, proper lead time was included in the 
planning. Usually, overtime was scheduled for the feeder de­
partments. Feeder departments were not included in the con­
version because the work in these departments requires consis­
tent standing and a considerable amount of exertion. The 
production vice-president reasoned that additional daily 
hours would result in fatigue which could seriously hamper
the conversion in the fabricating departments.
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3. Suppliers were told of the conversion and no sig­
nificant problems developed. Normal supply problems con­
tinued. Warehousing and work in process did not present any 
space problems. Shipping and receiving departments remained 
on a 5-day schedule. Customer shipping requirements and 
"quick order" requests made such a schedule mandatory. How­
ever, some discussion was given to converting shipping and 
receiving to a restructured workweek based on staggered 
schedules in order to provide 5-day coverage.

4. Machine maintenance personnel were not scheduled 
for the restructured workweek. A minimal number of machine 
maintenance employees was available to take care of any prob­
lems on an overtime basis. No significant problems developed. 
Friday was utilized as a day for preventive maintenance and 
major repairs. The firm's accountants did not anticipate any 
changes in depreciation rates as a result of the extended 
utilization of equipment and facilities. Also, the extended 
workday did not necessitate the need for more durable equip­
ment or tooling.

5. Employees were not given any additional break 
time, which remained the same, that is, 10 minutes in the 
morning and in the afternoon. Thus, total weekly available 
productive time per employee dropped from 2,300 minutes for a
5-day week to 2,200 minutes for a 4-day week.
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6. If overtime was needed on the fifth day, premium 
rates were paid only after the full schedule of 38 hours per 
week was worked.

An Appraisal of the Managerial Role
An appraisal of the planning activities will be made

based on the steps in planning as discussed by Koontz and 
3O'Donnell. The authors indicate that the logical planning 

steps are:
1. Being aware of opportunity.
2. Establishing objectives.
3. Establishing premises.
4. Determining alternative courses of action.
5. Evaluating alternative courses of action.
6. Selecting a course of action or the decision.
7. Formulating derivative plans.

Awareness of Opportunity
The president through his reading of current periodi­

cals became aware of the satisfaction that employees in other 
firms were deriving from the block leisure time associated 
with the 4-day workweek. Because of the company's traditional 
concern for the human resource, the president perceived the

3Harold Koontz and Cyril O'Donnell, Principles of 
Management (New York: McGraw-Hill Book Company, Fourth Edi­
tion, 1968), pp. 94-98.
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4-day workweek as a means of providing increased satisfaction 
for the employees. Since they had not recently received a 
wage increase, the president wanted to integrate such an in­
crease with the conversion plan. He also realized that the 
Swirk Company's adoption of a rather unique work schedule 
would contribute to the firm's reputation as a leader in the 
industry.

Objectives
The primary objective was to provide the employees with 

increased satisfaction by utilizing the 4-day workweek. Other 
objectives were associated with the plan, namely, the desire 
to increase the level of compensation and enhance industry 
leadership.

Premises
The Swirk Company relied primarily on reports in pe­

riodicals as the basis for various assumptions concerning the 
4-day worwkeek. Management assumed that employees would react 
favorably to a rearranged workweek, and that labor product­
ivity would at least remain the same. It was also assumed 
that turnover rates, absenteeism, and tardiness would be im­
proved .

Certain variables were assumed to be constant, namely, 
number of holidays, holiday compensation, jury duty pay, and 
coordination.
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Determining Alternatives
Various alternatives were considered in regard to the 

daily schedule of hours. However, no brainstorming or buzz 
sessions were utilized to generate ideas. In fact, the plan­
ning process was limited to the president and vice-president 
of production. Both were primarily involved in all planning 
that took place; thus other members of the management team 
were excluded.

While various alternatives were examined to determine 
the actual length of the workday, no consideration was given 
to the possible schedule variations that could occur in con­
junction with different daily workweek schedules~that is, 
Monday through Thursday or Tuesday through Friday.

Evaluating Alternatives
Evaluation of alternatives was very subjective. No 

objective or quantified criteria for evaluation were estab­
lished. The managers involved did not try to obtain informa­
tion concerning the relationship between productivity and 
daily hours of work. Also, no criteria were established to 
evaluate the progress and success of the plan to convert.
Such criteria would be necessary for a control system. Rather 
than have objective criteria for evaluation, subjective judg­
ments were used.
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An employee vote was used as the basis for making the 
decision "to try" and "to continue" the 4-day workweek.

Selection of an Alternative
The 4-day, 38-hour schedule was selected, based on 

subjective judgments which considered the following items:
1. The decrease in weekly hours would result in an 

hourly rate increase.
2. While daily hours were increased, it was manage­

ment 1s hope that the decrease in total weekly 
hours would indicate management's concern for the 
employees' welfare.

Derivative Plans
The discussion of derivative plans which follows is es­

sentially based on interviews with various levels of managers.
Interviews with managers at all levels revealed dis­

satisfaction with the planning process. The main criticism 
was that primary planning was restricted to 2 top managers, 
that is, the president and the vice-president of production.

All levels of managers indicated that the minimal com­
munications regarding the 4-day workweek were essentially from 
the top to lower levels, but only after planning was accomp­
lished. Then appeals were made upward by first-line super­
visors .
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First-line supervisors indicated that they wanted to 
become involved in the decision-making process. Most de­
clared that such involvement would have resulted in a better 
understanding of the reasons for utilization of a restructured 
workweek, and thus a more enthusiastic attitude toward imple­
mentation.

Also, first-line supervisors felt that top management 
could have prepared them more effectively to respond to some 
of the adverse criticism given by employees prior to and after 
installation.

Interviews with the president indicated that he con­
sidered lower level managers to be competent in planning and 
decision-making, and that he believed in delegating authority 
to all levels of management. However, when given the oppor­
tunity to practice delegation, he failed to do so. Perhaps 
the president did not delegate because of the absence of 
specific sub-goals.

In fact, all managers involved in the production ac­
tivity, including the vice-president of production, indicated 
in interviews that goals and job requirements were never writ­
ten or clearly defined. Thus, ambiguity existed in conjunc­
tion with the roles of managers' activities. First-line 
production supervisors revealed that they became frustrated 
because direct and relevant answers to employee questions



103

could not be given. This inability to show upward influence 
in the management system reduced the effectiveness of the 
supervisors in the implementation and utilization of the re­
structured workweek. The supervisors' role became further 
clouded when they were not allowed to participate in the in­
terviews of the individuals who voted "no" for continuation.

As a result, contributions by first-line supervisors 

were minimal and a significant management resource was not 

used in a manner that could have promoted and encouraged co­
operative effort in the desired direction.

Coordination
Initially, serious coordination problems occurred in 

the feeder departments and P-l, the first fabricating depart­
ment to utilize the 4-day workweek. Production control was 
not involved in the planning and sufficient material inputs 
were not available in P-l during the first week of conversion. 
Furthermore, both the vice-president of administration and the 
personnel manager thought that the holiday question could have 
received more attention from staff members specializing in 
such matters if their roles had been clearly defined.
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Motivational Implications
In 1957, Georgopoulos, Mahoney, and Jones reported on

4a path-goal approach to productivity. The path-goal hypothe­
sis was stated in the following manner: "If a worker sees
high productivity as a path leading to the attainment of one 
or more of his personal goals, he will tend to be a high pro­
ducer. Conversely, if he sees low productivity as a path to 
the achievement of his goals, he will tend to be a low pro­
ducer."5

House summarizes the broad class of expectancy theory
of motivation by stating:

The central concept of expectancy theories is that the 
force on an individual to engage in a specific behavior 
is a function of (1) his expectations that the behavior 
will result in a specific outcome? and (2) the sum of 
the valences, that is, personal utilities or satisfac­
tions, that he derives from the outcome . . . According 
to this theory of motivation, an individual chooses the 
behaviors he engages in on the basis of (1) the valences 
he perceives to be associated with the outcomes of the 
behavior under consideration; and (2) his subjective es­
timate of the probability that his behavior will indeed 
result in the outcomes.6

4Basil Georgopoulos, Gerald Mahoney, and Nyle Jones, Jr., 
"A Path-Goal Approach to Productivity," Journal of Applied 
Psychology. XLI (December, 1957), 345-353.

5Ibid., 346.
Robert J. House, "A Path Goal Theory of Leader Ef­

fectiveness," Administrative Science Quarterly. XVI (Sep­
tember, 1971), 322.
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Initiating changes in the work schedule can be inter­
preted to be an integration of personal and organizational 
goals that results in higher motivation to produce. The 
higher motivation can be measured by positive changes in 
labor productivity.

In this research, organizational effectiveness was 
measured by absenteeism, tardiness, turnover and attitudes 
as each related to the organizational goal of employee satis­
faction (see Chapter I). Productivity also measures organi­
zational effectiveness.

Management, in essence, initiated a change in the work­
ing schedule in order to allow the employee to achieve what 
management believed to be a desirable personal goal of the 
employee. Such action was consistent with the organizational 
objective of having satisfied employees. Management was also 
concerned with objectives such as fair compensation and pro­
ductivity. It reduced weekly working hours to a level that 
it thought would provide no deterioration in previous levels 
of output, and would also increase gross pay.

Critical questions present themselves in conjunction 
with motivational expectation theory and management's deci­
sion, namely:

1. Would the employee desire the rearranged alloca­
tion of leisure time?
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2. Would the employee realize that productive per­
formance is related to the achievement of the 
personal goal of rearranged allocation of leisure 
time?

3. Would management provide an uninhibited path to 
the goal?

Dr. Justin Voss, who testified at the Department of 
Labor hearings on the exemption of 4-day companies from over­
time provisions of the Walsh-Healey Act, provides significant
insights into the first 2 questions stated above. The follow-

. 7ing information is based on his testimony.
1. Consumers spend from 2 resource budgets, namely, 

a time budget and a money budget.
2. As incomes grow, consumers place more value on 

time budgets.
3. Such a value inversion occurs because some com­

modities require consumers to spend time as well as money.
4. Consumers have been e:xpressing preferences for pur­

chases that require spending larger amounts of time, that is, 
traveling and recreational activities. (Between 1965 and

7U.S. Department of Labor, Employment Standards Ad­
ministration, Wage and Hour Division, Proposed Adoption of a 
Four-Dav, Fortv-Hour Workweek. Without Payment of Time and 
One-Half Overtime Compensation For Work Days Exceeding Eight 
Hours. Hearings. (Washington, D.C.: Wage and Hour Publication
No. 1357, September, 1971), pp. 53-75.
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1969, it is estimated that the leisure industry has grown by 
42 percent.)

5. Demand factors by themselves do not account for 
the resource inversion, that is, the desire for leisure time 
rather than money.

6. Employers are prime suppliers of leisure time.
7. In this century, workers have taken productivity

increases in the form of income and added leisure (67 and 33 
percent respectively).

a. However, since 1947, workers have not been 
given significant increases in leisure time.

b. From 1870 to 1970, workers have gained approxi­
mately 800 hours in leisure time. Most of this 
(675 hours or 85 percent) comes from a shorter
workweek. About 70 hours were added through
paid vacations and another 45 hours through 
paid holidays.

c. From 1960 to 1970, the worker gained approxi­
mately 50 hours of leisure time. This in­
crease resulted from changes in the workweek 
(30 hours), paid vacations (15 hours), and 
paid holidays (4 hours).

d. Thus, it is important to realize that recently 
the trend toward increases in leisure hours has
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been slowing down. In addition, workers have 
chosen to take their leisure in block time 

(paid holidays and vacations) rather than 

shorter workweeks.
8. One strong implication of the 4-day studies is that 

workers prefer a 4-day workweek and are willing to be more 
productive in order to get it.

9. Working behavior can be explained in the following 
manner: the 4-day week produces block time and workers today 
prefer their leisure time in blocks. Since employees prefer 
block time and the only means of obtaining it is from the em­
ployer, they are willing to increase productivity to achieve 
their goal.

This conclusion is verified by responses to the ques­
tionnaire administered during January, 1972 (see Appendix D, 
beginning on page 219). Employees, when asked why they choose 
the 4-day workweek, consistently replied that they like the 
Friday off.

There is reason to believe that the force which is act­
ing on the employee is a function of his expectation that the 
behavior (increased productivity) will result in a specific 
outcome (more leisure time in blocks), and that the block time 
preference results in satisfaction that is greater than utili­
ties associated with other possible outcomes.
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The managers initiated a change in the workweek and 
permitted employees to accept or reject it. Also, management 
did not impede the path to increased productivity. In fact, 
a monetary incentive was added in the form of overtime pay­
ments for daily hours exceeding 8, which resulted in in­
creases in gross pay. However, as discussed later in Chapter 
V, most employees did not perceive the pay as increasing.
Thus, the employee preference was clearly a desire for blocks 
of leisure time.

Leadership
Filley and House state that "there seems to be little

data to question the proposition that the combination of
highly supportive and instrumental behavior will result in

8effective group operations."
Leadership research has focused on 2 aspects of leader

behavior: leader consideration and initiating structure,
which Filley and House describe as supportive and instrumental
respectively.

Fleishman and Harris define the terms as follows:

Consideration includes behavior indicating mutual trust, 
respect, and a certain warmth and rapport between the 
supervisor and his group. This does not mean that this 
dimension reflects a superficial "pat-on-the-back", first

QAlan C. Filley and Robert J. House, Managerial Pro­
cess and Organizational Behavior (Glenview, 111.: Scott,
Foreman and Company, 1969), p. 415.
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name calling kind of human relations behavior. This di­
mension appears to emphasize a deeper concern for group 
members and includes such behavior as allowing subordi­
nates more participation in decision making and encourag­
ing more two-way communication.
Structure includes behavior in which the supervisor or­
ganizes and defines group activities and his relation to 
the group. Thus, he defines the role he expects each 
member to assume, assigns tasks, plans ahead, establishes 
ways of getting things done, and pushes for production. 
This dimension seems to emphasize overt attempts to 
achieve organizational goals.9

House says that a current review of leadership research 
reveals:

. . . Leaders who initiate structure for subordinates are 
generally rated highly by supervisors and have higher pro­
ducing work groups than leaders who are low on initiating 
structure? and that leaders who are considerate of sub­
ordinates have more satisfied employees . . . However, 
the evidence with respect to the relationship between 
initiating structure and satisfaction of subordinates is 
very mixed.

Thus far, the analysis of the firm's managerial ac­
tivities in introducing the 4-day workweek reveals the ab­
sence of initiating structure for middle and first-line mana­
gers. No sub-goals were established; tasks were not defined. 
As a result, the lower level managers could not plan for a 
more efficient conversion.

gEdwin A. Fleishman and Edwin F. Harris, "Patterns of 
Leadership Behavior Related to Employee Grievances and Turn­
over," Personnel Psychology. XV (Spring, 1962), 43-44.

^°House, A Path Goal Theory, p. 321.
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The top 2 managers involved in the planning process 
did engage in some form of instrumental behavior: that is,
planning did take place with regard to the employees. Also, 
consideration was practiced to a great extent. The president 
did have a deep concern for group members and he did allow 
employees full participation in the decision-making process 
by voting. However, middle and first-line managers were not 
involved in the deicsion-making process, and communications 
were minimal.

Chapter Summary 
Within a rather short period of time, a conversion plan 

was utilized which proved successful. Management did engage 
in planning behavior with some deficiencies. One significant 
deficiency was present, that is, the absence of involvement 
of managers other than the president and vice-president of 
production. If participative management were practiced, bet­
ter results would have been forthcoming. Also, first-line 
supervisors thought that involvement and better communications 
would have permitted them to implement the rearranged workweek 
more effectively.

In essence, no formal sub-goals existed in conjunction 
with the utilization of the 4-day workweek. Job requirements 
were not formalized. All levels of management indicated that 
performance was hampered by their inability to determine what
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was expected of them. The ambiguity resulted in an uncoordi­
nated plan which lacked the contributions of middle and 
first-line managers.

Since no delegation of authority took place, no control 
system was established by the 2 planners for lower levels of 
management. However, the 2 planners did not establish any 
criteria. Subjective judgments were utilized to determine the 
successes or failures of the conversion plan.

The success of the conversion can be explained by ex­
pectancy motivation theory. Individual productivity is a 
function of motivation to produce. In turn, motivation to pro 
duce depends upon the particular needs of an individual as re­
flected in the goals toward which he is moving, and the indi­
vidual's perception regarding the relative usefulness of 
productivity behavior as a path to the attainment of the goals

Analysis of gains in leisure time by Dr. Justin Voss 
indicates that employees prefer leisure time in blocks. Em­
ployee responses to questionnaires verify this fact. Since 
management enabled employees to obtain their goal by restruc­
turing the workweek, the employees linked their productivity 
behavior with the goal they desired and moved toward that goal 
by increasing labor productivity. Management did not impede 
the path in any way. In fact, management encouraged product­
ive behavior by increasing gross pay.
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A democratic climate was established by having the 
employees vote "to try" and "to continue" utilization of the 
restructured workweek.

However, the president did not practice general super­
vision. He made minimal use of the management resource.



CHAPTER IV

MEASURES OF ORGANIZATIONAL EFFECTIVENESS

Various measures will now be used to determine the ef­
fect of the 4-day workweek on organizational effectiveness.
The items to be investigated in this chapter are before and 
after measures of labor cost, productivity, absenteeism, 
labor turnover and tardiness, as each of these applies to the 
first 6 fabricating departments. The discussion on attitudes 
presents a before and after measure of employee satisfaction 
in fabricating department P-7. The latter department was the 
only production unit where before and after measures of atti­
tudes could be taken because the other fabricating departments 
were already utilizing the 4-day workweek when this study 
began. The after measures of the attitudes of the employees 
in the first 6 fabricating departments will be presented in 
Chapter V.

114
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Summary of Production Aspects
A summary of the critical production factors already 

mentioned in Chapter III, is presented below.
1. Production personnel number 409.
2. Production employees associated with the 4-day 

workweek number 273 or 67 percent of the total.
3. Most jobs (95 percent) are piecework.
4. Prior to conversion, the workweek and hours of 

work were 5 days, 40 hours (8 hours per day, from 
7:30 A.M. to 4:00 P.M., with a half hour for lunch). 
After conversion the workweek was 4 days, 38 hours. 
Daily hours were 7:00 A.M. to 5:00 P.M., with a 
half hour for lunch.

5. The restructured workweek provided for the payment 
of overtime for all hours over 8 hours per day, and 
for all hours over 38 per week.

6. Total scheduled productive time per week prior to 
conversion amounted to 2,300 minutes or 38.3 hours. 
After conversion, comparable time was 2,200 min­
utes or 36.7 hours.

Measures of Effectiveness
The measures of effectiveness are:
1. Labor cost.
2. Productivity.
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3. Absenteeism.
4. Turnover.
5. Tardiness.
6. Attitudes.
7. Profits.
8. Return-on-investment.

Labor Cost
Table 13 on page 117 presents labor data for the fabri­

cating departments. Hours involved in comparable periods show 
a total decrease of 4,667. However, due to the payment of 
overtime, payroll cost increased by $1,794. Thus, employees 
were spending less hours working and were actually obtaining 
higher wages. Overtime increased by 19,890 hours but was off­
set by a decrease of 24,557 in straight time hours. The in­
crease in overtime compensation resulted from the change in 
the method of calculating gross pay (overtime for all hours 
exceeding 8 hours per day).

Productivity
Tables 14 and 15 on pages 118 and 119 present various

labor productivity calculations for fabricating departments
in 1970 and 1971. Comparable time periods were utilized for
both years. Data for 1970 relate to the previous 5-day, 40-
hour workweek, while the data for 1971 relate to the 4-day, 
38-hour workweek after conversion.



TABLE 13
LABOR DATA: FABRICATING DEPARTMENTS
COMPARABLE PERIODS - 1970 and 1971

1970 1971
Average Hourly Rates $2.73 $2.86
Total Gross Payroll -£3^x254
Overtime Hours Worked 14,796 34,686
Straight-Time Hours Worked 101,673 77,116

Total Hours 116,469 111,802

Source: Prepared by the author.



TABLE 14
LABOR PRODUCTIVITY IN FABRICATING DEPARTMENTS

1970

Labor Productivity

Value Value
Units of of
Pro­ Pro­ Pro­Value duced duction ductionTotal Units of Total Per Per PerDepart- Man Pro­ Pro­ Payroll Man- Man Payrollment Hours duced duction Cost Hour Hour Dollar

P-l 46,772 182,395 $ 787,107 Not Available 3.9 $16.83 Not Available
P-2 8,309 39,112 99,432 Not Available 4.7 11.97 Not Available
P-3 18,780 32,399 315,172 Not Available 1.7 16.78 Not Available
P-4 8,413 21,519 220,055 Not Available 2.6 26.16 Not Available
P-5 21,656 38,730 403,083 Not Available 1.8 18.61 Not Available
P-6 12,539 18,544 275,569 Not Available 1.5 21.98 Not Available

Total 116,469 332,699 $2,100,418 $317,960 2.9 $18.03 $6.61

Source: Prepared by the author. 118



TABLE 15
LABOR PRODUCTIVITY IN FABRICATING DEPARTMENTS

1971

Labor Productivity
Value Value

Depart­
ment

Total
Man
Hours

Units
Pro­

duced

Value
of
Pro­

duction
Total

Payroll
Cost

Units
Pro­

duced
Per
Man-
Hour

of
Pro­duction
Per
Man-
Hour

of
Pro­

duction
Per

Payroll
Dollar

P-l 43,200 195,942 $ 860,271 Not Available 4.5 $19.91 Not Available
P-2 9,625 54,651 154,651 Not Available 5.7 16.07 Not Available
P-3 15,187 28,796 287,259 Not Available 1.9 18.91 Not Available
P-4 10,309 22,975 239,672 Not Available 2.2 23.25 Not Available
P-5 23,560 44,195 447,275 Not Available 1.9 18.98 Not Available
P-6 9,921 15,359 186,204 Not Available 1.5 18.77 Not Available
Total 111,802 361,918 $2,175,332 $319,754 3.2 $19.46 $6.80

Source: Prepared by the author.
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Changes in Product-Mix. Prices and Technology. Inves­
tigation of product-mix changes between 1970 and 1971 re­
vealed various changes in designs but, in the opinion of the 
manager of industrial engineering, none significantly influ­
enced labor standards. Also, investigation of confidential 
price listings revealed minor adjustments in price. Some in­
creased, some decreased. The vice-president of marketing 
indicated that the effect of design changes and related influ­
ences on price were minimal. Also, the market was too compe­
titive to allow for raising prices significantly. No techno­
logical changes took place in production activities during 
the time periods under investigation. Thus, the 2 time pe­
riods are essentially comparable.

Labor Productivity. Tables 14 and 15 on pages 118 and 
119 indicate that for the time periods under consideration 
total units produced as well as total value of production in­
creased, while total man-hours utilized decreased, thus pro­
ducing an overall increase in labor productivity. The de­
crease in total man-hours occurred as a result of an increase 
in the separation rate (see Table 19 on page 128). The se­
parations were primarily due to attrition. Accessions were 
minimal due to the recession aspects of the economy and the 
industry. Nevertheless, production was not curtailed even 
with the recession aspects because of the company's policy of
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providing steady work and producing for inventory during re­
cession .

As indicated in Table 16 on page 122, all 3 measures 
of total labor productivity showed increases. This was true 
in all departments except P-4 and P-6. The decrease in value 
of production per man-hour in P-6 is due to the fact that 
some of this department's labor force was being utilized to 
produce products for another department, P-7. The value was 
being reported in P-7 and the labor hours were being absorbed 
by P-6. Investigation of production reports did not reveal 
data that could be directly related to this work, thus proper 
adjustments could not be made. The productivity decrease in 
P-4 was slight but real. Absenteeism in the department could 
be the reason for the decrease (see the discussion beginning 
on page 126) .

Adjustment Period. As indicated previously, overall 
productivity for the 6 fabricating departments did increase. 
However, it was the opinion of the vice-president of production 
that a 4-week adjustment period was necessary before increases 
in productivity could be expected.

Table 17 on page 123 presents total labor productivity 
data for comparable periods in 1970 and 1971. The data clas­
sifies the time periods for each year into the "first 4 weeks" 
and "remaining per iod."
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1970
1971
Percentage

Increase

TABLE 16 
SUMMARY: LABOR PRODUCTIVITY

Units
Produced

Per
Man-Hour

2.9
3.2

10 percent

Value of 
Production 

Per 
Man-Hour
$18.03
$19.46

8 percent

Value of 
Production 

Per 
Payroll 
Dollar
$6.61
$6.80

3 percent

Source: Prepared by the author.



TABLE 17
PRODUCTIVITY DATA: FIRST 4
WEEKS VERSUS REMAINING 

PERIOD OF TIME 
1970 - 1971

1970

Value of 
Production

Units
Produced

Total
Man-Hours

Value of 
Production 

Per 
Man-Hour

Units
Produced

Per
Man-Hour

First 4 Weeks $ 807,997 125,663 44,860 $18.01 2.8
Remaining Period 1,292,421 207,036 71,609 $18.05 2.9
Total $2,100,418 332,699 116,469 $18.03 2.9

1971

First 4 Weeks $ 830,013 133,486 46,014 $18.04 2.9
Remaining Period 1,345,319 228,432 65,788 $20.45 3.5
Total $2,175,332 361,918 111,802 $19.46 3.2

Source: Prepared by the author. 123
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Value of production per man-hour during 1970 is be­
tween $18.01 and $18.05, with the first 4 weeks being lower 
than the remaining period of time. The 1971 range for the 
same labor productivity measure is $18.04 and $20.45, with a 
larger value per man-hour in the remaining period. Labor 
productivity continued approximately at the same level exper­
ienced in 1970 for the first 4 weeks of 1971. The labor pro­
ductivity measure increased by $2.41 for the remaining period 
of 1971.

When units produced per man-hour is used as a measure 
of productivity, favorable results are indicated. The first 
4 weeks of the rearranged workweek produced results similar 
to a corresponding period of 1970, that is, 2.9 units per man- 
hour versus 2.8 to 2.9 in 1970. However, the remaining period 
of 1971 shows an increase of .6 units produced per man-hour.

It appears that the vice-president of production was 
correct in estimating the period of adjustment. However, a 
more detailed analysis by week or day would be necessary in 
order to substantiate the adjustment period. In fact, some 
workers indicated that their productivity on Monday was in­
creased because they were well rested.

It is interesting that productivity did not decrease 
during the initial stages of the 4-day workweek. Perhaps the 
motivation to produce was linked to the desire for block lei­
sure time rather early and as a result no decrease occurred.
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Fatigue was cited by many employees as a possible 
problem that could hurt productivity. Interviews with first- 
line supervisors revealed that the fatigue question was 
raised when the plan for the 4-day workweek was communicated 
to the workers. Such anxieties proved unfounded? analysis 
indicates that labor productivity did increase after a period 
of utilization and beyond the levels experienced in 1970.

At the overtime hearings in September, Dr. Voss sug­
gests that fatigue does not have an adverse effect on pro­
ductivity because workers in general consider the extended

1workday as a form of exercise.
Quality and Safety. Quality of the products was not 

damaged by the 4-day workweek. Quality was measured by the 
percent of acceptances made by inspectors. The rates were 
98.1 and 98.5 for 1970 and 1971 respectively. Investigation 
of scrap rates, rework, customer complaints, and returns and 
allowances reveals no significant changes.

Reports on the firm's safety program revealed that no 
adverse effects resulted from extended daily hours. This re­
sult was verified in interviews with the company nurse.

*U.S. Department of Labor, Employment Standards Ad­
ministration, Wage and Hour Division, Proposed Adoption of a 
Four-Day, Forty-Hour Workweek Without Payment of Time and One- 
Half Overtime Compensation For Work Days Exceeding Eight 
Hours, Hearings, (Washington, D.C.: Wage and Hour Publication
No. 1357, September, 1971), p. 64.
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Absenteeism
Table 18 on page 127 indicates that the total number of 

absences declined from 755 in 1970 to 536 in 1971, dropping 
from 4.7 percent in 1970 to 4.4 in 1971. Discussions with 
workers and first-line supervisors indicate that too much 
money is lost if an absence occurs; thus individuals are pro­
vided with a monetary incentive to come to work. All depart­
ments except P-4 experienced a decrease in the number of ab­
sences. Departments P-l and P-4 show an increase in the rate 
of absenteeism. Even though the number of absences decreased
in P-l, the rate increased. This resulted from the fact that
the absolute decrease was not sufficient to offset the de­
crease in total possible hours resulting from the 4-day, 38- 
hour workweek. The rise in absenteeism in P-4 was caused by 
sickness and was not related to the restructured workweek. 
Also, marginal workers had been transferred into the depart­
ment; sufficient output was not forthcoming and productivity 
dropped.

Turnover
Data presented in Table 19 on page 128 indicate that 

separations increased while accessions decreased for compar­
able periods between 1970 and 1971. Exit interviews revealed 
that those who left did so because of reasons not related to 
the 4-day workweek. In many instances they were indifferent



TABLE 18
ABSENTEEISM IN FABRICATING DEPARTMENTS 

Depart- Number of Equivalent Total Percent
ment Absences Hours Absent Possible Hours Absent

1970 1971 1970a 1971b 1970c 1971d 1970 1971
P-l 312 252 2,496 2,394 49,840 44,574 5.0 5.4
P-2 21 16 168 152 8,920 9,614 1.9 1.6
P-3 135 78 1,080 741 21,680 16,036 5.0 4.6
P-4 60 67 480 637 9,720 10,754 4.9 5.9
P-5 107 64 856 608 24,000 23,294 3.6 2.6
P-6 120 59 960 561 14,360 10,298 6.7 5.4
Total 755 536 6,040 5,093 128,520 114,570 4.7 4.4

* —
aNumber of absences times 8 hours.
^Number of absences times 9.5 hours.
cBased on average number of employees and a 5-day, 40-hour week.
dBased on average number of employees and a 4-day, 38-hour week.

Source: Prepared by the author.
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1970
1971
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TABLE 19
TURNOVER IN FABRICATING DEPARTMENTS

Monthly Average Number of Turnover Rates Per Month

Accessions Separations Accessions Separations

21 12 6.4 3.7
5 15 1.7 4.9

Industry Data 
Not Available 5.8 6.5
Not Available 5.8 5.2

Source: Prepared by the author.
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to the restructured workweek and left because better paying 
jobs were available elsewhere. Even though the firm had re­
ceived considerable publicity, job applicants generally did 
not know that the firm was using the 4-day workweek. Thus, 
it would appear that obtaining a job during a period of de­
pressed economic activity was more important than the length 
of the workweek. It should be noted that the firm's turnover 
rates are generally better than those in the industry. This 
again is another indication of a successful approach to the 
management of the human resource.

Tardiness
The data in Table 20 on page 130 indicate that tardi­

ness has not been a significant problem. It was .15 percent 
in 1970 versus .10 percent in 1971. Incidents of tardiness 
decreased by 26, and the average hours lost per incident de­
creased by .23 hours. Most of the improvement can be attribu­
ted to the employees' realization that lateness reduces pro­
ductive time and gross pay.

Attitudes
The following discussion is based upon "before" and 

"after" interviews of employees in fabricating department P-7. 
Since all other fabricating departments were already utiliz­
ing the 4-day workweek, no "before" measures could be
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1970
1971

TABLE 20
TARDINESS IN FABRICATING DEPARTMENTS

AverageNumber of Total Hours Lost
Tardy Hours Possible Percent Per 

Incidents Lost Hours Tardy Incident

281 190 128.520 .15 .68
255 115 114.570 .10 .45

Source: Prepared by the author.
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obtained. Department P-7 was the last fabricating department 
scheduled for the conversion.

Interviews. Approximately 28 employees were involved 
in the interviews which took 20 minutes each. Appendices B 
and C, beginning on pages 207 and 212 respectively, contain 
the interview format. The "before" measure was taken in 
June, 1971, and the "after" in September, 1971. The depart­
ment had been on the 4-day workweek for 5 weeks when the 
"after" measure was taken.

To compare responses for identical people, 2 workers 
from the "before" group were omitted. One had retired and 
the other had quit. Both were female and in favor of the 4- 
day workweek. The 2 employee replacements and 3 additional 
new employees were eliminated from the "after" measures.

Characteristics of Group. Table 21 on page 132 pre­
sents the composition of the group. It was primarily female 
(81 percent) with an age range primarily between 51 and 60.

A long employment period is characteristic of the de­
partment's employees. Most (88 percent or 23 employees) were 
employed by the company for 20 to 25 years. The remainder (3 
employees) were spread equally among the 5 to 10, 11 to 15, 
and 16 to 20 years of service groupings.

The educational level is below high school.
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TABLE 21

CHARACTERISTICS dF EMPLOYEES IN 
DEPARTMENT P-7

Sex
Males Females Total

Number - 5. M M
Percentage 19 81 100

Age

Frequency of Percent
Response of Total

Under 30 2 8
30-40 3 12
41-50 7 26
51-60 11 42

Over 60 2 8
No Response _1 4

Total 26 100

Source: Prepared by the author.
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Results of Interviews. Table 22 on page 134 indicates 
that employees' attitudes change favorably toward the 4-day 
workweek over a period of time. At first, 62 percent of the 
employees opposed the concept. However, when the vote was 
taken for a possible trial period, 54 percent voted to imple­
ment the 4-day workweek. Interviews 5 weeks after conversion 
indicate that 50 percent of the workers favored the restruc­
tured workweek. A measure taken in January, 1972, in the 
same department, showed that 72 percent favored continuance 
of the 4-day workweek.

There is some degree of consistency indicated by the 
data presented in Table 23 on page 135. The results are de­
rived from answers to the question, "What would best describe 
your feelings about the 4-day workweek?" Before conversion, 
employees tended to dislike the 4-day workweek (see Table 22 
on page 134). After conversion, attitudes :ppear to change 
in a favorable direction, as summarized in Table 24 on page 
136.

It should be noted that all 5 male employees consist­
ently favored the 4-day workweek.

Female employees gave the following negative reactions 
to the idea of a 4-day workweek:

1. Fatigue will be great.
2. Cruel.



TABLE 22
DEPARTMENT P-7'S ATTITUDE TOWARDS THE 4-DAY WORKWEEK

Before
Utilization of 4-Day Workweek

Did you favor 
the 4-day week 
when you first 
heard about it?

At this time do 
you favor the 
4-day workweek?

Results of 
Actual Vote 

To Try

After
Conversion to 
4-Day Workweek

At this time do 
you favor the 
4-day workweek?

Fre­
quency

Percent­
age

Fre­
quency

Percent­
age

Fre­
quency

Percent­
age

Fre­
quency

Percei
age

Yes 10 38 11 42 14 54 13 50
No Opinion 0 0 0 0 0 0 1 4
No 16 62 15 5_8 12 4j5 12 46

Total 26 100 26 100 26 100 26 100

Source: Prepared by the author.
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TABLE 23

VERIFICATION OF DEPARTMENT P-7's ATTITUDE 
TOWARD THE 4-DAY WORKWEEK

Before After

Remarks
Pleased or 
Very Pleased
Indifferent
Displeased or 
Very Displeased
No Opinion 

Total

Fre-
quency

10
0

13
3

26

Percent-
age

38
0

50
12

100

Fre- Percent* 
quengy age

13
0

13
0

26

50
0

50
0

100

Source: Prepared by the author.



TABLE 24
SUMMARY OF ATTITUDE CHANGE 

IN DEPARTMENT P-7
Percentages Favoring

Date and Remarks
June - Interviews
July - Vote to Try
August - Installation 

& Utilization
September - Interviews
January - Questionnaire

Before
38a, 38b, 421

After

54J

50a, 50b 
72c

aFrom Table 23 on page 135.
bFrom Table 22 on page 134.
cFrom Table 33 on page 159.

Source: Prepared by the author.
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3. Commuting during darkness is difficult.
4. Pear of violence on streets after dark.
5. Going back to dark ages.
6. No public transportation.
7. Car pool will not be available.
8. Do not like the manner in which the holidays are 

being handled.
9. Must get up too early.

10. Get home too late, and have no time to do anything,
11. Supper must be delayed.
12. Obtaining a babysitter will be a problem.
13. If you miss a day's work you lose too much money.
14. Health will deteriorate.
15. Sexual activities will be minimized because of 

fatigue caused by working long hours.
While all these reasons were mentioned as answers to 

several questions in the "before and after" interviews, only 
a few were repeated (numbers 3, 4, 9, 11 and 15) as "antici­
pated adjustment problems." In fact, 50 percent of the ans­
wers to the "anticipated adjustment problems" question in the 
"before" measure said that "no" problems will exist. Only 25 
percent of the "after" responses reported adjustment problems.



138

The following positive aspects were mentioned in the 
"before" interviews:

1. More leisure time in one huge block.
2. I can help my wife.
3. I can travel more.
4. Housework can be accomplished on Friday, which

will result in a more enjoyable Saturday and Sun­
day.

The interviews after the conversion revealed addi­
tional advantages: quicker commuting time resulting from
less congestion; a decrease in commuting cost; increased pro­
ductivity on Monday since the individual was well rested; it 
is no longer necessary to be in contact with the boss 5 days 
a week. The last comment was made by a worker about a first- 
line supervisor who is generally disliked by the workers.

When employees were initially asked about advantages 
and disadvantages accruing to the company as a result of a 
4-day workweek, the following responses were given:

Advantages Disadvantages
1. Less absenteeism. 1. Fatigue will result in
2. Less utility cost. less productivity.
3. More productivity.
4. Less overtime cost.
5. Better profits.
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Most employees could not state any disadvantages for 
the company. No employee seemed to recognize that the ef­
ficiencies accruing to the company would favorably influence 
profitability, and employee profit-sharing.

Interviews conducted after conversion revealed the fol­
lowing company disadvantages from the employees' viewpoint:

1. Employees were leaving their work stations earlier 
than usual in order to "punch out."

2. Break time was being extended beyond the time 
provided.

Better control on the part of first-line supervisors 
eliminated both problems.

A "before and after" measure was taken with reference 
to employees "liking" the company more, the same, or less.
Both before and after measures were approximately the same—  

that is, most employees "liked" the company "the same" (75 
percent before, 73 percent after). Again, a favorable change 
occurred toward the "more" classification (12 percent before, 
14 percent after) .

Even though the employees this department were re­
ceiving favorable informal reports from other production de­
partments concerning increases in gross pay, 38 percent still 
thought that gross pay would remain the same. This is shown 
in Table 25 on page 140. The after measure shows a
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TABLE 25
DEPARTMENT P-7: ATTITUDE TOWARDS

CHANGES IN GROSS PAY

Gross Pay Will

Decrease 
Remain the Same 
Increase 
No Response

Total

Before

Fre­
quency

Percent­
age

3 12
10 38
3 12
10 38

26 100

After

Fre­
quency

Percent
age

3 12
10 38
13 50
0 0

26 100

Source: Prepared by the author.
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significant change in the number of those classified as "no 
response" in the "before" measure. After conversion, all 
workers in P-7 did respond to the question related to changes 
in gross pay. In the after measure, 50 percent of the re­
sponses indicated that an increase had occurred, compared to 
12 percent in the before measure.

No employee foresaw layoffs resulting from the conver­
sion. All answered the question concerning the possibility of 
layoffs negatively in both the before and after measure.

Table 26 on pages 142 and 143 indicates that certain 
activities did increase as a result of the utilization of the
4-day workweek. The most significant increases can be as­
sociated with travel and other hobbies. The activities en­
gaged in are rather sedate in nature due to the composition 
of the group. Only 2 individuals indicated that they were 
spending more money as a result of the activities engaged in 
during the restructured workweek. No moonlighting was re­
ported .

All 3 new employees, who were not included in the mea­
sures discussed so far, indicated that the 4-day workweek had 
little to do with their accepting employment. They simply 
needed a job.
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TABLE 26
LEISURE ACTIVITIES ASSOCIATED WITH 

A 5-DAY AND 4-DAY WORKWEEK

Number of Responses

Activity 5-Day
Workweek 4-Day Workweek

1 . Work around the house 26 26
2. Time with family 22 26
3. Travel 9 20
4. Spectator at sporting events 4 4
5. Fishing and hunting 0 . 1
6. Participate in athletics 3 3
7. Other hobbies 5 10
8. Read 13 15
9. School 1 1

10. Community affairs 4 4
11. Have another job: 

Full time 0 0
Part time 0 0

12. Social club 9 10
13. Political work 0 0
14. Rest and relax 23 25
15. Swimming and boating 9 10
16. Work on car 1 2
17. Church activities 7 7

(Continued on the next page.)
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18.

19.
20. 
21. 
22.

23.

TABLE 26— Continued-

Activity
Vacation home - 
bought or buying

Bored with free time
Visit relatives
Watch television
Attend movies and/or 

theater
Other (specify)

Total

Number of Responses
5-Day

Workweek
4-Day 

Workweek

1
1

23
22

1
1

25
26

4
0

4
0

187 221

Source: Prepared by the author.
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Profits and Return-On-Investment
It was not possible to obtain detailed data on profits 

and return-on-investment. However, some implications can be 
drawn from the available financial data. All data shown in 
Table 27 on page 145 are for comparable periods for 6 of the 
7 fabricating departments. While gross pay increased, the 
increase was offset by a greater gain in the value of pro­
duction. The increase in value of production is not due to 
price increase but an increase in the number of units pro­
duced. Also, there was a significant drop of 4,667 in the 
number of man-hours utilized.

The judgment as to return-on-investment is based on 
the opinion of a financial manager. The goal is 8 to 12 per­
cent. Actual results based on comparable time periods for 
1970 and 1971 indicate a figure within that range. No sig­
nificant increases or decreases occurred as a result of the 
restructured workweek.

Chapter Summary 
Table 28 on pages 146 and 147 shows that measures of 

effectiveness reveal a movement in a positive direction. Ef­
ficient utilization of resources is indicated and employees 
are satisfied. Thus, it would appear that a win-win situation 
has resulted.
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TABLE 27
SELECTED FINANCIAL AND PRODUCTION DATA

Total Value of Production 
Less: Total Gross Pay
Remainder
Percent of Remainder 

to Value of Production
Units Produced 
Man-Hours Utilized

1970 1971

$2,100,418
317,960

11^782^458

84.9
332,699

$2,175,332
319,754

$1,855,578

85.3
361,918

116,469 111,802

Source: Prepared by the author.
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TABLE 28
SUMMARY OF MEASURES OF EFFECTIVENESS

Item 1970 1971
Gross Payroll
Total Hours
Units Produced
Value of Production
Units Produced Per 
Man-Hour

Value of Production 
Per Man-Hour

Product Acceptance 
Rate-Inspection

Value of Production 
Per Payroll Dollar

Percent Absent
Turnover Rates

Accessions
Separations

Percent Tardy
Attitudes

$317,960
116,469
332.699

$2 f100,418

$18.03

98.1

$6.61

6.4
3.7
.15

$319,754
111,802
361.918

$2,175,332

3.2

$19.46

98.5

$6.80
4.4

1.7
4.9
.10

Generally, attitudes changed 
in a positive direction after 
utilization. This is true for 
department P-7 and all other 
production departments.

(Continued on the next page.)
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TABLE 28— Continued

Item 1970 1971
Profits and Return-On- 

Investment The restructured workweek did 
not adversely influence prof­
its and return-on-investment. 
Profits appear to be slightly 
improved, while return-on- 
investment remained within 
the range sought by the com­
pany.

Source: Prepared by the author.



CHAPTER V

EMPLOYEE ATTITUDES AND SATISFACTION

The previous chapter presented before and after com­
parisons of productivity, profits, return-on-investment, 
absenteeism, tardiness, and turnover, as related to the de­
pendent variable, organizational effectiveness. The last 3 
items are also measures of employee satisfaction with the 4- 
day workweek. This chapter investigates the attitudes of 
employees in the first 6 fabricating departments after con­
version to the 4-day workweek. The attitudes are measures of 
satisfaction, which in turn is related to organizational ef­
fectiveness. Each element of the hypothesis will be investi­
gated in this chapter.

Administration of Questionnaire 
The questionnaire contained in Appendix C, beginning on 

page 212, was used to determine employee attitudes with regard 
to the 4-day workweek. A questionnaire was given to the 
workers in the first 6 fabricating departments that utilized

148
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the 4-day workweek. All had 2 to 8 months experience with 
the restructured workweek.

Table 29 on page 150 indicates that the overall usable 
rate is 57 percent. More than 50 percent of the question­
naires for each department, except P-l, were usable.

Hypothesis
Attitudes toward the 4-dav workweek will be affected 

bv age, length of service with the company, sex of the worker. 
marital and family status, climatic conditions, benefits de­
rived from increased block leisure time, and the length of 
time the program has been in effect.

Investigation of Hypothesis
Each element of the above hypothesis will be investi­

gated in this section of the study.

Age
Table 30 on page 151 indicates the attitudes toward 

the 4-day workweek by age. Of the 129 responses, 89 or 69 
percent favored it. Those against represented 22 percent of 
the total, while 9 percent had no opinion.

The majority of employees in each age classification 
preferred the 4-day week. The older employee, that is, 51 and 
over, represents 59 percent of the total of 29 employees who 
opposed the 4-day workweek. The older category represents
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Fabricating
Departments

P-l
P-2
P-3
P-4
P-5
P-6

Total

Number Absent 
Grand Total

TABLE 29 
ADMINISTRATION 

OF
QUESTIONNAIRE

Number
Given Not Re- Re- Not

Employees - turned = turned - Usable = Usable
58 20 38 13 25
17 0 17 6 11
25 7 18 3 15
56 18 38 1 37
75 16 59 15 44
29 9 20 5 15

260 Jg 190 43 147

13
273

Source: Prepared by the author.



TABLE 30

ATTITUDES: 4-DAY
WORKWEEK BY AGE

4-Day Workweek - Number of Responses and Percentage

Age No
Range For Percentage Against Percentage Opinion Percentage Total Percentage

Under
30 19 61 8 26 13 31 100

30 -
50 45

51 and 
over 25

83

57

4

17 39

Total 89 69 29 2£
No Response To Age (7) and/or Preference (18) 

Grand Total

5

2

11

10

4

9

54

44

129
18
147

100

100

100

Source: Prepared by the author. 151
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the one age group that has the lowest percentage of employees 
favoring the restructured workweek.

The group that favors the 4-day workweek the most or 
disliked it "the least is the 30-50 year age category.

In conjunction with age, it appears that the following 
items are significant:

1. Most employees in the older classification favor 
the 4-day workweek (25 of 44).

2. Only 57 percent of the older classification voted 
for the 4-day workweek. This represents the smal­
lest percentage of each of the age groups.

3. The greatest concentration of attitudes against 
the 4-day workweek is found in the older classi­
fication (17 of 29) .

4. Employees in the 30-50 age range like the restruc­
tured workweek the most.

5. Younger workers rank second in expressing prefer­
ence for the 4-day workweek.

Length of Service
Table 31 on page 153 shows that the majority of em­

ployees in each length of service classification favors the 
utilization of the 4-day workweek. However, the under-15- 
year classification represents the one group with the highest 
percentage against the concept (28 percent). The same



TABLE 31

ATTITUDES : 4-DAY WORKWEEK
BY LENGTH OF SERVICE

4-Day Workweek - Number of Responses and Percentage
Length 
of

Service For Percentage Against Percentage Opinion Percentage Total Percentage
No

Under 15 years 47
15 - 30 37
31 and
over 5

65
76

63

20
7

28
14

25

5
5

7
10

12

72
49

8

100
100

100

Total 89 69 29 22 11 9
No Response to Length of Service (10) and/or Preference (18) 

Grand Total

129
18

147

100

Source: Prepared by the author.
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category also represents 20 of 29 of the responses that do 
not favor use of the rearranged workweek.

The following data appears to be relevant:
1. Table 30 on page 151 indicates that the older em­

ployee classification is the one that least pre­
fers the 4-day workweek, and also represents the 
largest portion of those voting against the re­
arranged workweek.

2. Table 31 on page 153 indicates that while all cate­
gories of length of service favor the restructured 
workweek, employees with shorter service consti­
tute the length of service classification that 
dislikes the 4-day week the most. The same cate­
gory contains the largest percentage of those 
voting against the 4-day workweek.

Based on the above data, various implications can be 
drawn. Anyone working for the company for at least 31 years 
and who began employment at age 16 (see Table 1 on page 8) 
must be at least 47 years old. Thus, while older employees 
tend to vote against the 4-day workweek more than other age 
classifications (see Table 30 on page 151), these employees 
have not been employed by the firm for long periods of time 
(see Table 31 on page 153). Analysis of the less than 15 
years of service classification reveals that the older
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employee with a shorter service record has a tendency to vote 
against the restructured workweek- Perhaps the favorable 
attitude of the older employee who has a long service record 
is related to confidence in management's judgment.

Sex of Employee
The classification of preferences related to the 4-day 

workweek on the basis of gender is presented in Table 32 on 
page 156.

All male employees clearly preferred the 4-day week.
The majority of the females, 62 percent of 106, also 

favored the restructured workweek. However, it is interest­
ing to note that all those against the concept, and all those 
having "no opinion" are female.

Analysis of the questionnaires of those having "no 
opinion" reveals that most must work and thus will adapt to 
the change made by the company. They felt that their opinion 
did not matter.

The majority of those not favoring the rearranged 
workweek were females in the older category (see Table 30 on 
page 151). These older employees complained about fatigue, 
fear of darkness and violence on the street, and the inability 
to obtain transportation at the required times. The 8 fe­
males in the under-30 age classification did not like the 
holiday rules. Each thought that holiday pay should be based



TABLE 32

Sex

ATTITUDES: 4-DAY
WORKWEEK BY SEX

4-Day Workweek - Number of Responses and Percentage

NO
For Percentage Against Percentage Opinion Percentage Total Percentage

Male
Female

23
66

100

62 29 27 11
0
11

23
106

100

100

Total 89 69 29 22
No Response to Sex (7) and/or Preference (18) 

Grand Total

11 129
18

147

100

Source: Prepared by the author.
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on 9.5 hours rather than 8, and they also disliked the Friday 
workday when a holiday falls on a Monday. The remaining 4 
employees in the 30-50 age group complained of decreases in 
pay, transportation problems, and getting up too early and 
getting home too late.

The data indicate that all male and the majority of 
female employees favor the 4-day workweek. However, rejec­
tion and indifference is more likely to occur with female 
employees. Furthermore, rejection is found with the older 
female employee, with less than 15 years of service, while 
indifference is more likely with a female employee 50 years 
or younger, with less than 31 years of service.

Marital and Family Status
Responses to questions about both marital and family 

status were disappointing. Only 5 percent of 147 individuals 
responded in a manner that was usable. As indicated in prior 
analysis, some individuals refused to respond to inquiries 
about age, length of service, and sex. The low response to 
marital and family status surpassed the "no response" clas­
sification on other items.

At first, an attempt was made to acquire marital and 
family status data by investigating appropriate records. In 
most such cases, the records were incomplete or not up to 
date. Exemption forms for Federal Income Tax purposes
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provided the author with the initial clue to the low response 
rate in these categories.

Investigation of exemption forms indicated that indi­
viduals who were known to be single were claiming children as 
exemptions. The personnel manager revealed that marital and 
family status of the work force could not be determined by 
use of records. It was the opinion of the personnel manager 
that most of the work force was married at one time or another, 
with some being divorced or separated. Furthermore, the em­
ployees who could be classified as single were not neces­
sarily without a family.

The personnel manager also stated that since marital 
and family status had no relationship to the jobs offered by 
the company, no effort was made to obtain such information for 
fear of violating the Civil Rights Act of 1964.

Because of the minimal response, investigation of this 
element in the hypothesis was not possible.

Climatic Conditions
This element of the hypothesis was tested during 

January, 1972. The firm was located in a geographical area 
that experienced changing seasons. The attitude survey is 
presented in Appendix D, on page 219.

Table 33 on pages 159 and 160 summarizes the responses 
by number and percentages. The overwhelming choice



TABLE 33
ATTITUDES TOWARD LENGTH OF WORKWEEK FOR 

VARIOUS PERIODS OF THE YEAR

4-Day Week 
Entire Year

4-Day Week, 
Summer;

5-Day week, 
Winter 5-Day Week 

Entire Year No Opinion Total
Depart­ Num­ Percent­ Num­ Percent­ Num­ Percent­ Num­ Percent­ Num- Perceiments ber age ber age ber age ber age ber age

P-l 39 83 2 4 2 4 4 9 47 100
P-2 26 79 3 9 4 12 0 0 33 100
P-3 7 58 0 0 5 42 0 0 12 100
P-4 40 82 0 0 9 18 0 0 49 100
P-5 49 58 8 10 25 30 2 2 84 100
P-6 33 79 0 0 7 16 2 5 42 100
P-7 16 72 3 14 3 14 0 0 22 100
F-l 7 64 1 9 3 27 0 0 11 100
F-2 8 73 2 18 1 9 0 0 

(Continued on
11

next page
100

.)

159



TABLE 33— Continued"

Depart­
ments

F-3
Miscella-
neous

Total

4-Day Week,
Summer;

4-Day Week 5-Day Week, 5-Day Week
Entire Year Winter Entire Year No Opinion Total

Num- Percent- Num- Percent- Num- Percent- Num- Percent- Num- Percent- 
ber age ber age ber age ber age ber age

19 76 0 0 6 24 0 0 25 100

7 100 0 0 0 0 0 0 7 100

251 73 19 6 65 19 8 2 343 100

Source: Prepared by the author.
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(73 percent) favored the 4-day workweek for the entire year. 
Only 19 percent preferred to return to the 5-day workweek 
for the entire year. All employees were asked to answer this 
questionnaire under the assumption that all other conditions 
remained the same except the length of the workweek for var­
ious time periods during the year. Only 6 percent preferred 
using different workweek periods for different seasons of the 
year.

Eleven first-line supervisors were asked to respond to 
the same questionnaire. The results, which are presented in 
Table 34 on page 162, indicate that 64 percent prefer the 4- 
day workweek for the entire year.

It appears that operative employees and supervisors 
prefer the 4-day workweek for the entire year. Driving during 
darkness, violence during darkness, early starts, and late 
suppers appear to be incidental complaints.

Benefits Derived From Increased 
Block Leisure Time

Employees were given a list of activities and asked 
to check those in which they regularly engage during a 5-day 
and 4-day workweek. The results are presented in Table 35 
on pages 163, 164, and 165.
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TABLE 34
ATTITUDES OP FIRST-LINE SUPERVISORS TOWARD 

LENGTH OP WORKWEEK FOR VARIOUS 
PERIODS OP THE YEAR

Response

Number Percentage

4-Day Week, Entire Year 7 64
4-Day Week, Summery
5-Day Week, Winter 1 9
5-Day Week, Entire Year __3 2T_

Total 11 100

Source: Prepared by the author.
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TABLE 35
LEISURE ACTIVITIES: 5-DAY 

VERSUS 4-DAY WORKWEEK

Number of Responses

Groupings and Activities' 
Moonlighting

Have another job:
Full time 
Part time 
Total 

Participative
Fishing and hunting 
Athletics
Swimming and boating 
Travel 

Total 
Family Related

Work around house 
Spend time with family 
Visit relatives 
Watch television 
Rest and relax 

Total

Workweek
5-Day 4-Day

Increase
or

(Decrease)

0
1
1

9
10
15
20
54

75
56
32
50
39

252

0
4
4

15
16 
22 
32 
85

94
66
41
44
59

304

0
3
3

6
6
7

12
31

19 
10
9
(6)
20 
52

(Continued on next page.)
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TABLE 35— Continued

Number of Responses

Groupings and Activities5 
Spectator
Attend sporting events 
Attend movies, theater 

Total 
Other Social Groups 

Community affairs 
Social club 
Political work 
Church activities 

Total 
Creative 
Hobbies 
Read
Go to school 

Total
Other
Work on car 
Have vacation home 
Bored with free time 
Bingo, sewing 

Total

Workweek
5-Day 4-Day

12
20
32

7
12
2

15
36

18
29
__3
50

12
2
1

_3
18

15
23
38

7
13
5

18
43

17
27 
_ 2  

4_6

14 
2 
3

_9
28

Increase
or

(Decrease)

3
3

6

0
1
3
3
7

(1)
(2)
(1)
(4)

2
0
2
6

10
(Continued on next page.)
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TABLE 35— Continued

Groupings and Activities6
Number of Individuals 
Not Responding

Grand Total

Number of Responses
Workweek Increase

or
5-Day 4-Day (Decrease)

450 555 105

aBased on James Steele and Riva Poor's study in 
4 Days, 40 Hours; Reporting a Revolution in Work and 
Leisure (Cambridge, Mass.: Bursk and Poor Publishing, 1970),pp. 105-122.

Source: Prepared by the author.
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The family-related activities that show increases are:
1. Work around the house.
2. Spend time with family.
3. Visit relatives.
4. Rest and relax.
One activity that increased significantly was rest and

relaxation (a 51 percent increase). It is not possible to
determine from the data whether the increase in rest and re­
laxation results from the pressures of the 4-day workweek or 
is an activity that employees simply prefer. It is interest­
ing to note that the increase in family-related activities 
may indicate a return to a more closely knit family.

Three older employees reported that they were bored 
with the leisure time. All considered themselves too old to 
travel and essentially had no immediate family. "Travel" in­
creased by 60 percent and "time with family" 18 percent.

Creative activities such as reading, going to school, 
and "other hobbies" all show decreases. The only other de­
crease resulted in the family-related activity labeled "watch 
television."

Spectator activities such as attending ball games, 
movies, and theater indicate increases.

Participant activities such as fishing, hunting, ath­
letics, swimming, boating, and bingo all show increases.
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Activities related to various other social groups such 
as social clubs, political work, and church activities show 
increases. Such interest may indicate that people are wil­
ling to become involved if given sufficient time to do so.

A summary of the various groupings is presented in 
Table 36 on page 168. Moonlighting showed the largest per­
centage increase, but involved only 4 workers. All moon­
lighting was on a part-time basis. A profile of the indi­
viduals moonlighting is presented in Table 37 on page 169.

The one employee moonlighting on a part-time basis 
while working a 5-day week represents approximately .7 per­
cent of the total number of employees responding (140). After 
the 4-day workweek was utilized, the moonlighting figure in­
creased to approximately 3 percent. The latter figure is
below the national average of 5 percent and far below the 17

1percent reported by Mrs. Poor.
When asked if more money was being spent on the activ­

ities engaged in since the 4-day week began, the employees 
(147 in number) responded in the manner indicated in Table 38 
on page 170.

Those responding in the affirmative indicated that the 
money was being spent mostly on general shopping, travel,

-̂Riva Poor, ed., 4 days. 40 hours; Reporting a Revo­
lution in Work and Leisure (Cambridge, Mass.: Bursk and Poor
Publishing, 1970), pp. 109-110.
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TABLE 36 
SUMMARY OF LEISURE ACTIVITIES

Number of Responses
Number
Increase

Percent
Increase

Group incr
5-Day 
Week

4-Day 
Week

or
(Decrease)

or
(Decrease)

Moonlighting 1 4 3 300
Participative 54 85 31 57
Family-Related 252 304 52 21
Spectator 32 38 6 19
Other Social Groups 36 43 7 19
Creative 50 46 (4) (8)
Other 18 28 10 56

Source: Prepared by the author.
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TABLE 37
PROFILES OF INDIVIDUALS 

MOONLIGHTING

Sex: 
Age:

Length of service:

Feelings toward 
salary as a 
result of utiliz­
ing the 4-day 
week

Did you favor the 
4-day week when 
you first heard 
about it?

How did you vote in 
reference to try­
ing the 4-day 
week?

At this time do you 
favor the 4-day 
week?

Male
2

1, under 30a 
1, 30-40
1, under 1 yeara
1, 10 to 15 years
1, salary stayed 
the same3

1,salary was 
reduced

2, yes

2, yes 

2, yes

Female
2

1, under 30
1, 30-40
1, under 1 year
1, 15 to 20 years
1, salary 

increased 
1, no response

lr yes 
1, no

1, yes
1, no

2, yes

aIndicates an employee who was working part-time 
when a 5-day week was utilized.

Source: Prepared by the author.



TABLE 38
MONETARY EXPENDITURES AND THE 

4-DAY WORKWEEK

Is more money
being spent? Responses Percentage

Yes 37 25
No 87 59
Do not know 14 10
No response 9 6

Total 147 100

Source: Prepared by the author.
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children's recreational equipment, and going out more fre­
quently. Six of the 37 did not report on the activities on 
which the money was being spent.

Based on the data analyzed, it appears that employees 
do utilize their leisure time differently when working a re­
structured workweek.

Attitude Changes Over a 
Period of Time

Table 39 on pages 172 and 173 presents the attitudes 
of employees toward the 4-day workweek after a time lapse of 
approximately 15 months. Those favoring the 4-day workweek 
steadily increased from 52 percent in October, 1970, to 78 
percent in January, 1972, the end of the 15-month period.

The percentage of employees disliking the 4-day work­
week dropped from 28 in October, 1970, to 20 in January, 1972.

Employees having "no opinion" prior to conversion de­
finitely did express themselves as being for or against the 
restructured workweek after utilization.

Analysis of the questionnaires of the 13 employees who 
had expressed "no opinion" prior to conversion indicates that 
approximately 90 percent subsequently changed to a favorable 
attitude. The remainder did not favor the 4-day workweek.

Attitude Toward Pav. As shown in Table 40 on page 174, 
the majority of employees stated that their pay remained the



TABLE 39

OVERALL ATTITUDES: 
4-DAY WORKWEEK

4-Day Workweek, Number of Responses and Percentages
No No

For % Against % Opinion % Response % Total

First heard of con­
cept - October, 1970 76 52 41 28 13 9 17 11 147
Vote to try - 
various dates from 
November, 1970, to
June, 1971 80 55 37 25 12 8 18 12 147
After utilization - 
2 to 8 months

1. At this time 
do you favor 
the 4-day
workweek? 89 61 29 20 11 7 18 12 147

2. What phrase 
would best 
describe your 
feelings toward 
the 4-day
workweek ?a 92 63 27 18 23 16 5 3 147

(Continued on next page

100

100

100

100 
.)



TABLE 39--Continued 

4-Day Workweek, Number of Responses and Percentages

For Against
No

Opinion
No

Response Total

After utilization -
8 to 15 months 251 78 65 20 —  —  8 2 324 100

aThis is question la on the questionnaire presented in Appendix C, beginning on 
page 212.

The responses of "very pleased" and "pleased" were classified as "for"; "dis­
pleased" and "very displeased" were classified as "against"; "indifferent" and "no 
opinion" were classifed as "no opinion".

^Preferences for .5 years on 4-days and .5 years on 5-days have been eliminated.

Source: Prepared by the author.



TABLE 40
ATTITUDE TOWARDS PAY

Weekly salary wasg Response Percentage

Reduced 22 15
Increased 38 26
Stayed The Same 56 38
No Response 31 21

Total 147 100

Source: Prepared by the author.
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same. However, in fact, gross pay did actually increase (see 
Chapter IV, Table 13, page 117).

Attitude Toward Layoffs. As indicated in Table 41 on 
page 176, most employees did not think layoffs would occur as 
a result of the restructured workweek.

Employees * Attitude Toward the Company. As indicated 
in Chapter III, the president was seriously concerned about 
the welfare of employees. He initiated the implementation of 
the 4-day workweek because he thought the employees would like 
it. No doubt they do.

In order to determine if employee attitudes changed 
toward the firm as a result of the use of the restructured 
workweek, the following question was asked (see Appendix C, 
question 3a on page 213) .

Which statement would best describe your feelings
about the company now that the 4-day week has been
used?
1. I like the company more than I did when we were 

on 5 days.
2. I like the company the same as I did when we were 

on 5 days.
3. I like the company less than I did when we were 

on 5 days.
Results are presented in Table 42 on page 177.



TABLE 41

ATTITUDE TOWARDS LAYOFFS

Remarks5 Response Percentage

Yes 2 1
No 66 45
Do Not Know 64 44
No Response 15 10

Total 147 100

aThe question was, "Wi11 layoffs occur as 
result of the utilization of tne 4-day workweek?"

Source: Prepared by the author.
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TABLE 42
EMPLOYEE ATTITUDE TOWARD THE COMPANY

I like the Company:
More 
Same 
Less
Not Applicable 
No Opinion 

Total

Source: Prepared by the author.

Number of
Responses Percentage

16 11
104 71
12 8
4 3

11 __7
147 100
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Most employees feel the same toward the firm. However, 
there is a net favorable change of 4 when a comparison is 
made of the "like more" and "like less" categories. Since 
the favorable change did take place, it appears that employee 
attitudes toward the firm do change in a positive direction 
as a result of the 4-day workweek.

Summary of Attitude Changes. Based on the analysis 
made in this chapter it appears that attitudes do change in a 
positive manner to favor the 4-day workweek and the company. 
This positive change in attitudes occurs even though most em­
ployees indicate that their pay has remained the same. Thus, 
the desire for leisure time in blocks appears to be a goal of 
the employee.

Chapter Summary 
Most employees in each age classification do prefer the 

4-day workweek. However, employees 51 years and over tend to 
dislike the concept more than the other age classifications.

All length of service categories favored the restruc­
tured workweek. However, a larger number of older employees 
with under 15 years of service dislike the 4-day policy. Em­
ployees over 50 years and employed by the firm for over 30 
years favor the rearranged schedule.

All males favor the restructured workweek. Though a 
majority of females accept the 4-day workweek, rejection is



179

more likely with females 51 years and older, with less than 
15 years of service. Indifference toward the concept is 
found among females under 50 years of age with less than 31 
years of service.

Unfortunately, the marital and family status element 
of the hypothesis could not be investigated because of in­
sufficient response.

Responses to questionnaires indicate that 73 percent 
of the employees and 64 percent of first-line supervisors pre­
fer the 4-day wcrkweek for the entire year. It appears that 
there are some negative reactions to the 4-day workweek on 
grounds of general disruption of home life, darkness, winter 
driving, and fear of violence.

Leisure time is used differently when the 4-day work­
week is in operation. The most significant percentage in­
creases occurred in the moonlighting and participative clas­
sifications. The increase in family-related activities may 
mean that the 4-day workweek will have a favorable influence 
on family ties.

Attitudes toward the 4-day workweek generally change 
in a favorable direction as the time period of utilization 
increases. Also, data indicate that a slight shift to more 
favorable attitudes toward the firm does occur.



CHAPTER VI

SUMMARY AND CONCLUSIONS

This study was made to determine the influence of the 
4-day workweek on the organizational effectiveness of a spe­
cific firm. This chapter summarizes the measures of effect­
iveness and the managerial activities involved in installing 
and utilizing the 4-day workweek. The conclusion presents 
a discussion of certain myths about the 4-day workweek. Vari­
ables are also examined which should help to insure a success­
ful conversion. These variables will be presented in the form 
of a check list for managers contemplating conversion.

Summary
It is too soon to determine the long-range inplica- 

tions of the restructured workweek movement. The movement 
at this time is rather moderate in nature. The employees 
working under the restructured workweek represent .12 per­
cent of the total national work force. While the rate of 
conversion is approximately 150 firms per month, only 6

180
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percent of total business entities in the United States are 
using a rearranged workweek. Most are small manufacturing 
companies located primarily along the East Coast and are not 
unionized.

Obstacles
It appears that the momentum of the movement is im­

peded by Federal law (Walsh-Healey Act) and the attitude of 
unions. A recent ruling by the Department of Labor does not 
exempt 4-day companies from the Act.

This notice is issued for the purpose of informing inter­
ested parties of the results of the public hearing held on 
September 7-9, 1971, by the Department of Labor, pursuant 
to a notice published in the FEDERAL REGISTER on July 22, 
1971, concerning the possible adoption of 4 10-hour day, 
40-hour workweek without payment of time and one-half 
overtime compensation for workdays exceeding 8 hours by 
contractors subject to the Walsh-Healey Public Contracts 
Act or the Contract Work Hours and Safety Standards Act.
A careful analysis and evaluation of the full written and 
oral record of these hearings shows that no persuasive or 
conclusive evidence has been presented or may be adduced 
to establish that an administrative change in or waiver 
from the present daily overtime standards of the above 
statutes would be in the public interest at the present 
time.
Consequently, the Department of Labor does not find a 
basis to recommend any administrative action leading to 
modifications in the daily overtime provisions of the 
statutes, nor does it propose to grant individual waivers 
or exemptions at this time.-*-

1 "Four-Day, Forty-Hour Workweek: Results of the Pub­
lic Hearing on Possible Recommendation of Adoption by Govern­
ment Contractors," Federal Register. XXXVII (March 15, 1972), 
5416.
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Further impetus could be forthcoming if the Federal 
government were to adopt the concept for its employees. His­
torically, the major thrust toward the use of a shorter work­
week was provided by Federal and State governments.

Experience of Swirk Company
The particular firm involved in the study is a soft- 

goods manufacturing concern located on the East Coast. Pro­
duction personnel primarily were scheduled for the 4-day work­
week.

The restructured workweek was gradually introduced in 
fabricating departments where 95 percent of all jobs are 
paid on a piece-rate basis. Working hours for each day of 
the 4-day week are scheduled from 7:00 A.M. to 5:00 P.M., 
or 9.5 hours per day, with .5 hours for lunch. Employees are 
paid overtime for all daily hours beyond 8. Thus, the em­
ployees work 38 hours per week and receive pay that is equiva­
lent to 41 straight time hours.

Measures of Organizational Effectiveness. Generally, 
the measures of organizational effectiveness show favorable 
results. The priority goal of the president was to provide 
more leisure time for the employees in block time. The most 
current measure of employee satisfaction indicates that 73 
percent of the employees prefer to continue working a 4-day 
schedule. Thus, it appears that the president's action did
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improve organizational effectiveness by providing satisfac­
tion to the employees.

The satisfied employee responded with increased labor 
productivity. Factors that reveal a positive change in 
labor productivity were reduced absenteeism, reduced tardi­
ness, and favorable turnover rates.

Payroll cost increased slightly as a result of the 
overtime payments required by the daily work schedule. How­
ever, total hours utilized decreased and the value of pro­
duction increased, resulting in higher labor productivity. 
Quality of the product was not impaired; neither was safety. 
Since no direct analysis could be made of profitability and 
return-on-investment, opinions of appropriate company mana­
gers were obtained. In essence, both profits and return-on- 
investment were not adversely influenced as a result of the 
4-day workweek.

Attitudes of Employees. Investigation of each element 
of the hypothesis reveals pertinent information. Employees 
in each age classification do favor the 4-day workweek. Re­
jection of the 4-day workweek is more likely to be found among 
females with less than 15 years of service and who are more 
than 50 years old. Employees indifferent to the 4-day work­
week are also more likely to be females under 50 with less
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than 31 years of service. All male employees have favorable 
attitudes toward the rearranged workweek.

It is significant to realize that employee attitudes, 
after initial doubts, changed in a favorable direction. Simi 
lar positive changes occurred in attitudes toward the com­
pany.

Responses to questionnaires indicate that even though 
some negative factors make the 4-day workweek less appealing- 
such as general disruption of home life, driving in darkness, 
winter driving, and violence in the streets— the overwhelming 
satisfaction obtained from the extra day off offset the dis­
advantages .

With the new work schedule most employees do utilize 
their time differently. Results indicate significant in­
creases in participative activities and decreases in creative 
activities. The sparse data show that moonlighting in­
creased, but it was below the national level for all types of 
firms, and was below the level of other 4-day firms. Family- 
related activities also increased, which may indicate the 
establishment of closer family relationships.

Role of Management. Significant findings emerge from 
an examination of the managerial concerns involved in the 
conversion. The motivation to work was heightened by the 
4-day workweek. Management provided a desirable goal for
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employees, and employees in turn linked their productive 
behavior to the achievement of the goal. As a result, both 
employee and employer were satisfied. Some aspects of demo­
cratic leadership were practiced by the top managers. The 
instrumental aspects of leadership were present in the form 
of effective planning, and consideration was practiced when 
managers expressed concern for employees who voted "no" for 
continuation.

Actual planning included the various steps that are 
generally accepted in management theory. Top executives were 
aware of opportunities for increasing employee satisfaction, 
goals were established, and various alternatives were evalu­
ated. However, some deficiencies were evidenced in the plan­
ning. No criteria were established for control purposes, and 
general supervision was not implemented. Utilization of both 
of these concepts could have improved the overall plan. 
Nevertheless, despite some expressed dissatisfaction with 
the holiday aspects of the new schedule, employees were satis­
fied and the planned schedule change was successful.

As suggested in Chapter III, perhaps delegation of 
decision-making and planning did not take place because of 
the absence of sub-goals and job requirements.
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Conclusions
The research accomplished in this study does provide 

insights into some of the subjective beliefs that exist con­
cerning the 4-day workweek. Such beliefs can be called myths 
in the sense that they are unproven collective beliefs that 
are accepted uncritically and used to justify behavior.

Mvths
Four such myths are examined below.
Extending the Workday Will Reduce Productivity. This 

research indicates that labor productivity increased when 
the workday was extended. The firm did reduce nominal hours 
and the length of the workweek but extended daily hours. 
Furthermore, a monetary incentive was provided that could have 
contributed to the increase in labor productivity. However, 
employees generally felt that their gross pay did not in­
crease; thus the change in wage determination must be elimi­
nated as a variable that influenced the results. This re­
search does provide evidence to dispose of the myth that 
extending the workday will result in reduced productivity. 
Extension of the workday coupled with a decrease in nominal 
hours did yield increased labor productivity. Furthermore,
66 percent of the 143 companies surveyed by Wheeler, Gurman,
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and Tarnowieski report increases in productivity, and only
23 percent report decreases.

"When Pro-Four-Dav Week Companies Talk About Increased
Productivity. They're Usually Talking About Machines Rather 

3Than People." Since technology was constant m  this research, 
it appears that the productivity increases were solely associ­
ated with labor and not machines or any other improvements 
in methods.

Overall Costs Increase as a Result of a Restructured 
Workweek. Labor costs did increase slightly but were offset 
by reduced hours and increased productivity. While the in­
fluence on overall cost could not be objectively determined, 
it is proper to indicate that no adverse influences occurred. 
Also, Wheeler, Gurman and Tranowieski indicate that 38 per­
cent of the 143 re-scheduled companies report decreases in
cost while 51 percent report that costs remain about the 

4same.

^Kenneth E. Wheeler, Richard Gurman, and Dale Tar­
nowieski, The Four-Dav Week (New York: American Management
Association, Inc., Research Report, 1972), p. 19.

3Research Institute of America, "Executive Members 
Tell Their Experiences With a Four-Day Workweek," Alert.
July 7, 1971, Item 270.

^Wheeler, Gurman, and Tarnowieski, The Four-Dav Week.
p. 19.
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Female Workers Dislike the 4-Dav Workweek Because It 
Disrupts Their Daily Role Away From Work. Initially, women 
employees cite many disadvantages relating to their life 
away from work. They fear traveling after dark, driving in 
winter, and violence on the streets. It appears that after 
utilization of the rearranged workweek, all the stated dis­
advantages become incidental, and the women do like the 4-day 
workweek because of the leisure block time that it provides. 
Also, when given the choice to work a 5-day workweek in the 
winter in order to alleviate some of the stated disadvantages, 
they express a desire for the 4-day workweek throughout the 
year.

A Check List for Converting 
This section of the study presents a check list of 

items that should be included in any contemplated conversion 
to a restructured workweek. Many of the items are inter­
related, and cannot be considered independently from each 
other. Each manager should consider his situation as unique, 
and relate the items to each other in an appropriate manner.
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I. Preliminary Steps
1. Who will do the feasibility study?

a. Company personnel?
b. Outside consultants?
c. Both?

2. Has all relevant information been obtained?
a. Which company personnel should attend meetings 

on the subject?
b. Has general source material been obtained— for 

example, Poor's Workweek Letter?
c. Have contacts been made with similarly situated 

4-day companies?

II. Planning Process
1. Are all segments of the management team represented 

in the planning process?
a. Specifically, have first-line supervisors' 

opinions been solicited?
b. Will brainstorming and/or buzz sessions be used?

III. Evaluation Criteria
1. What objective criteria will be used for evaluation 

purposes?
a. Records of employee behavior:

(1) Absenteeism?
(2) Tardiness?
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(3) Turnover?
(4) Actual versus planned use of break time?
(5) Early arrivals at punch-out stations?
(6) Applications for job openings?
(7) Number of grievances?
(8) Vote for unionization?
(9) Exploitation of sick leaves?

b. Financial effect of 4-day week on:
(1) Profits?
(2) Return-on-investment?
(3) Costs?

(a) Payroll?
(b) Fringe Benefits?
(c) Utilities?

(4) Will maintenance be improved and influence 
asset life?

(5) Are changes in depreciation policy war­
ranted?

(6) What are the cash flow implications?
c. Production and the 4-day week:

(1) Will maintenance be improved?
(2) How will productivity be affected?
(3) Is it possible to minimize the number of 

ch ange-o ve r s ?
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(4) Will improved tooling be required due to 
extended usage?

(5) How will quality be affected?
(a) Scrap rates?
(b) Sales returns and allowances?
(c) Customer service complaints?
(d) Rework?
(e) Rejection rate of inspectors?

d. Safety

IV. Legal Problems
1. What are the legal implications?

a. Do State laws restrict maximum hours that women 
may work?

b. If so, has the State law been challenged to test 
the supremacy of the Federal Civil Rights Act
of 1964?

c. If not, will a challenge be made or will an ex­
emption to the State law be sought?

d. Is work on Federal contracts involved?
(1) If so, do the overtime provisions of the

Davis-Bacon Act or the Walsh-Healey Act 
apply? (No individual exemptions from the 
Walsh-Healey Act will be granted to 4-day 
companies.)
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e. Does the union contract require premium wage 
payments for all daily hours in excess of 8?

V. Union Implications
1. Are unions involved?

a. Have union representatives been contacted?
b. What is the union position?
c. Can union objections, if any, be overcome?
d. If the union agrees to the concept will it de­

mand a further reduction in the workweek or 
hours of work?

e. If the concept is adopted, what are the ramifi­
cations in regard to all provisions of the con­
tract?

f. Is the restructured workweek acceptable to the 
local union, but uncaceptable to the national 
union?
(1) If so, what new strategies must be under­

taken?

VI. Basic Decisions
1. Which workweek is best?

a. Compressed workweek?
b. Reduced workweek?
c. Staggered workweek?
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d. Flexible workweek?
e. Any combination?

2. Will the workweek selected present significant ad­
ministrative problems?
a. Will the scheduling of meetings and training 

sessions become difficult?
3. Who will be included in the program?

a. Production employees?
b . Management ?
c. Office workers?
d. Salesmen?
e. Shipping and receiving personnel?
f. Maintenance workers?
g. Staff personnel?

4. If all personnel are not to be affected immediately, 
but gradually, has the tentative schedule been de­
termined?

5. Will manning requirements change?
a. Will the schedule mandate additional supervisory 

and non-supervisory personnel?
b. Will the turnover rate be favorably influenced?
c. If so, will supervision become more effective 

so that more responsibility may be absorbed?
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d. Does management intend to use overtime on the 
days off, or schedule meetings on these days?
(1) If so, has consideration been given to the 

first-line supervisors' use of leisure 
time ?

6. Will overtime costs be prohibitive?
a. Will increased productivity offset increases in 

overtime, and to what extent?
b. Will overtime rates be paid at the start of the 

workday (to provide incentive for early arrival) 
or at the end?

c. Will regular workers reject overtime in favor 
of block leisure time?

d. If so, have provisions been made to hire temporary 
workers?
(1) Has the employment cost of temporary help 

been included in the financial implications?
(2) Have the production inefficiencies of 

temporary workers been comprehended in 
production planning?

7. Will a 3-shift operation hamper conversion?
a. Can 2, 10-hour shifts and 1, 4-hour shift be 

used?
b. Is a labor force difficult to obtain?
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c. If so, has the possibility of using part-time 
workers been considered for a 4-hour shift?

8. Will overlapping shifts solve any peaking problems?
a. Who will be in charge during the overlap period?
b. Are facilities sufficient to warrant overlap?

9. Have changes in break time been considered?
a. Is total break time going to remain the same 

and spread over a reduced number of days? Or 
is break time going to be reduced proportion­
ally?

10. Has planning considered:
a. Holiday problems?

(1) Number of days?
(2) Daily and yearly compensation?
(3) Five national Monday holidays? Should the 

workweek be set as Tuesday through Friday 
to minimize the effect of Monday holidays?

(4) Holidays that fall on a Saturday and are 
celebrated on a Friday?

(5) Holidays that fall on a Sunday and are 
celebrated on a Monday?

(6) Holiday r.hat fall on a non-working weekday?
(7) Holidays that fall on a workday?
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(8) Possible extension of a Monday-Thursday 
workweek to include a Friday if a holiday 
falls on a Monday?

b. Vacation time and compensation?
c. Any changes in personal time off, sick days, 

jury duty, disability, retirement, and related 
calculations ?

11. Has consideration been given to how employee com­
plaints will be handled?
a. Will interviews be used to determine if com­

plaints can be alleviated?
12. Is phasing-in included in the plan?

a. Have unique problems been identified?
b. If not, has consideration been given to gradual 

conversion which would minimize future errors?
13. Is a sufficient adjustment period included in the 

plan?
14. Has a sufficient trial period been contemplated for 

evaluation purposes?
15. Has management considered the possibility of recog­

nizing increased block leisure time as an additional 
fringe benefit that could be used as a basis for ob­
taining some changes in operations that would be 
beneficial?
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VII. Communication Aspects
1. Have various means of communication been considered?

a. How and who will make the announcement?
b. Have meetings or informal discussions with em­

ployees been scheduled?
c. Have booklets been prepared?
d. Have provisions been made to communicate the 

plan so that all employees understand its con­
tent?
(1) Do all employees read and understand 

English?
(2) If not, have provisions been made to 

bridge the language barrier?
(3) Is a booklet printed in other languages 

feasible?
e. Have employees been told that a possibility 

exists for a return to the old schedule?
f. Has current information, positive and nega­

tive, been given to the employees?
2. If all personnel are not to be included has the 

fact been communicated?
a. If not, will a morale problem develop?
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3. Has employee convenience been considered?

a. Have scheduled starting and quitting times 
considered travel during off-peak hours?

b. Have employees been told that commuting time 
and related cost are favorably affected?

c. Do employees realize that savings occur in 
conjunction with babysitting and lunch expendi­
tures?

d. Has the fact of tax free savings been communi­
cated?

e. Have employees been informed of the results of 
attitudes of workers elsewhere?
(1) Were enployees told that workers generally 

like the 3-day leisure period? (It ap­
pears that the value of leisure increases 
as time units are consolidated.)

(2) Have employees been told that if a holi­
day falls on a Thursday a 4-day leisure 
period becomes available?

VIII. Publicity Considerations
1. Has proper publicity been planned?

a. Has a press release been prepared?
b. Have all personnel been encouraged to speak 

about the concept?
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IX. Employee Attitudes
1. Will questionnaires, interviews, or voting be 

utilized to determine employee attitudes?
2. If so, what standard will be used as a basis for 

determining action?
a. Majority of those voting? Majority in each 

department? Two-thirds?
3. What action will be taken if all departments do 

not favor a change?
4. Will any employees quit?

a. If so, are their jobs critical?
b. Have plans been initiated to replace them?

5. Does the new schedule interfere with the moonlight­
ing that is presently taking place?
a. If so, will these individuals quit?
b. Has replacement been contemplated?

6. Will installation of the new schedule increase 
moonlighting and adversely affect the company?

X. Storage Space Implications
1. Will additional storage space be required?

a. Must warehouse space be expanded?
b. Must storage space for work in process be in­

creased?
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c. Is loading and unloading dock space suffic­
ient?

d. Will additional material handling equipment 
be required?

e. Will insurance rates change?
f. Will additional security measures be required?

XI. Supply Aspects
1. How will relations with suppliers be affected?

a. Has advance notice been given?
b. Is the lead time sufficient?
c. Has a buffer stock been considered as a safety 

factor?
d. Have suppliers been contacted for opinions 

that could identify unique problems?

XII. Customer Awareness
1. Have customers been considered?

a. Have customers been informed in order to pre­
vent any confusion?

Possible Future Studies 
At present, the 4-day movement is not widespread. 

Whether it gains ground or declines, future investigations 
should be conducted to determine the reasons. Perhaps a
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3-day workweek will be even more desirable than a workweek of 
4 days.

As stated in Chapter I, the study was intended to be 
descriptive in nature and used first and second levels of 
scientific rigor— namely: uncontrolled experimentation;
observation; case study; opinion; and survey techniques.
This objective has been accomplished. Also, the results 
presented herein are factual and intended to serve as a 
basis for future hypothesis formulation. Some suggested 
hypotheses could be:

1. Labor productivity increases as a result of em­
ployee expectations of increased block leisure 
time.

2. Employee attitudes toward a restructured workweek 
change in a favorable direction as the length of 
time the program has been in effect increases.

3. Employees in the 30-50 age classification favor 
the rearranged workweek more than those under 30 
or above 50.

4. Married female workers initially dislike the re­
arranged workweek.

5. Indifference to the 4-day workweek is directly 
associated with females under 50 years of age 
with less than 31 years of service.

6. All male employees favor the restructured workweek.
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It is suggested that future research should compre­
hend controlled experimentation and quantitative analysis. 
Multiple and partial correlation techniques could be used. 
Also, sample size would be critical.

Furthermore, as time passes, the effects on society 
must be continually re-examined. Is the mental health of the 
nation adversely affected as a result of longer hours of 
repetitive work? Does the movement reflect positive atti­
tudes toward leisure, or negative attitudes toward work, or 
both? Will alienation increase between employees and em­
ployers as a result of the longer periods of separation? It 
is better to attempt to determine the direction in which the 
movement is taking society and make provisions today for the 
future, rather than simply react to problems that the move­
ment may create.

Today, worker discontent is an increasingly serious 
labor relations problem. It appears that repetitive and 
monotonous work will be a major issue in future labor- 
management relations. However, the 4-day workweek could 
alleviate the discontent. Extending the workday could re­
sult in an impetus toward restructuring jobs resulting in 
worker self-esteem. Also, the consolidation of leisure time 
will permit workers to engage in activities which they deem 
desirable. Thus, the 4-day movement could foster an
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integration of the entire personality of man in both work 
and leisure activities. Should this occur, a subtle 
variable— scheduling— could prove to have significant social 
impact.



APPENDIX A
STRUCTURED INTERVIEW FORM FOR MANAGERS

Questions Relating to General 
Managerial Activities

What is your title? Where are you on the organization 
chart? Whom do you report to? Whom does your boss re­
port to?
Describe a typical work day. What do you do? Do you 
have responsibilities other than your job description? 
What meetings to you attend? How frequently? Who else 
attends ?
How are decisions made? How are they communicated from 
your boss to your subordinates?
How much freedom do you have to do the job the way you 
want?
Would you say your job is routine, monotonous, or dif­
ferent and full of variety?
Are you free to express your opinions to your supervisor 
To what extent are you able to participate in decisions 
affecting the performance of your job?
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9 .

10.
11.

12.

13.

14.

15.

16.
17.

18. 

19.

What sort of personal satisfactions or rewards can a 
person obtain from a job like yours?
Why do people join this company?
How do the employees in your department feel about the 
pay?
What are the requirements for success at Swirk Company? 
How is success evaluated?
How frequently are promotions made? How are individ­
uals chosen for promotion?
Can you predict in advance how much a raise will be, 
whether a promotion will be made?
Tell me a few things about your boss;

Is he friendly?
Is he approachable?
Does he explain his actions?
How does he introduce changes in procedures?
Does he act without consulting the group?
Does he make the job a little more pleasant?

How are disagreements settled?
How often do you come in contact with your boss during 
a typical day? What sort of things do you talk about? 
Are there any informal or casual contacts among 
members of management? How frequently? How do you 
feel about them?
How would you describe contacts that you have made with 
others at work— cooperative, hostile, competitive?
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20. Do you have social contacts with fellow employees after 
work?

21. How would you describe the environment in which Swirk 
Company operates?

22. Which department do you feel is most critical to the 
survival of Swirk Company?

23. What are the relationships among departments?
24. Which department(s) has the most influence when inter­

departmental decisions are necessary?

Questions Relating to Managerial Activit les 
in Introducing the 4-Dav Workweek

1. Describe what management did.
2. Who was involved?
3. Was everyone (who you think should be) allowed to enter

into the decision process?
4. What were the problem areas?
5. How were they settled?
6. Were employees asked to participate in the decision 

making process?
7. Why did you consider to change the workweek?
8. Would you do it the same way?
9. Would you do it again?

10. Who recommended the 4-day week?
11. Was there opposition from employees?
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12. What wage policies were followed?
13. Were the unions involved?
14. Were there any legal problems?
15. What are the results?
16. What are the disadvantages?
17. What detailed formal planning took place?
18. How were goals established?
19. What criteria were used to judge the project? How

were they arrived at?



APPENDIX B 
INTERVIEW FORMAT BEFORE UTILIZATION 
OF 4-DAY WORKWEEK DEPARTMENT P-7

1. How do you feel about the idea of a 4-day workweek?

(a) What phrase would best describe your feelings about 
the 4-day workweek?

1________2_________3__________ 4_________ 5_________ 6

Very Very No
Pleased Pleased Indifferent Displeased Displeased Opinion

2. Please name one or more advantages and disadvantages with
the 4-day week:

Ad­
van­
tages:

From the Viewpoint of
An Employee 

at Work
A Manager of 
the Company

Your Personal Home 
Life Away From Work
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From the Viewpoint of
An Employee 

at Work
A Manager of 
the Company

Your Personal Home 
Life Away From Work

Dis-
ad-
van-
tages:

3. If the company decides to utilize the 4-day week, how 
would you feel towards the company? ________________

(a) Which statement would best describe your feelings
about the company?
  I would like the company more than I did

when we were on 5 days.
  I would like the company the same as I did

when we were on 5 days.
  I would like the company less than I did when

we were on 5 days.
_____  No opinion.

4. Did you favor the 4-day week when you first heard about 
it?

  Yes
_____ No
  No opinion
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(a) At this time, do you favor the 4-day week?
__ Yes 
' No
_____ No opinion

5. If you do not favor the 4-day week at this time:
(a) Why do you feel as you do? ................

(b) Do you feel your weekly salary will be reduced, 
increased, stay the same, or no opinion. (Circle 
one.)

(c) Do you feel a layoff will result from utilization 
of the 4-day week?
_____ Yes
_____ No
  No opinion

What adjustment problems do you anticipate if the com­
pany does utilize the 4-day week? ____________________

7. (a) Sex
Male _____
Female _____

(b) Marital Status
Married _____ Other (please specify)
Single _____ ______________________
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(c) Number of children
and ages _______________

8. Age Group: _____ Under 30
_____ 30-40
_____ 41-50
_____ 51-60
_____ Over 60

9. Length of Service:
_____ Under 1 year
_____ 1 year to 5 years
_____ 5 years to 10 years
_____ 10 years to 15 years
_____ 15 years to 20 years
_____ 20 years to 25 years
_____ 25 years to 30 years
_____ 30 years to 35 years
_____ 35 years or over

10. Below is a check list of leisure activities. Please 
check every activitiy in which you regularly partici­
pated during the 5-dav workweek.
5-day
______ 1. Work around the house
  2. Spend time with family
_____ 3. Travel
_____ 4. Go to ball games, fights, etc.
  5. Fishing and hunting



6. Engage in some form of athletics
7. Other hobbies
8. Read
9. Go to school to learn a trade 

or increase knowledge
10. Active in community affairs
11. Have another job 

_____ Full Time
 ____ Part Time

12. Belong to social club
13. Engage in political work
14. Rest, relax, etc.
15. Swimming, etc.
16. Work on car
17. Church activities
18. Bought or buying vacation home
19. Bored with free time
20. Visit relatives
21. Watch television
22. Attend movies, theater, etc.
23. Other (specify) ________________



APPENDIX C
INTERVIEW FORMAT AFTER UTILIZATION OF 4-DAY 
WORKWEEK DEPARTMENT P-7 AND QUESTIONNAIRE 

AFTER UTILIZATION FOR DEPARTMENTS 
P-l THROUGH P-6

1. How do you feel about the 4-day workweek?____

(a) What phrase would best describe your feelings about 
the 4-day workweek?

1________ 2_________ 3__________ 4_________ 5_________ 6

Very Very No
Pleased Pleased Indifferent Displeased Displeased Opinion

2. Please list one or more advantages and disadvantages of
the 4-day workweek:

Ad­
van­
tages :

From the Viewpoint of
An Employee 

at Work
A Manager of 
the Company

Your Personal Home 
Life Away From Work
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JProm the Viewpoint of
An Employee 

at Work
A Manager of 
the Company

Your Personal Home 
Life Away From Work

Dis-
ad-
van-
tages:

3. NOTE: This question is only for people who were
employed by the company when it changed from 
5 days to 4 days.

How do you feel towards the company now that 
the 4-day workweek has been utilized? _____

(a) Which statement would best describe your feel­
ings about the company?
  I like the company more than I did when

we were on 5 days.
  I like the company the same as I did when

we were on 5 days.
_____ I like the company less than I did when

we were on 5 days.
  No opinion.

NOTE: This question is only for people who were hired
while the 4-day workweek was being utilized.
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(b) Please check the statement which best de­
scribes your feelings about your company:
' The four-day week was a very important

reason for my joining this firm.
' The four-day week had little to do with

my joining this firm.
_______ The 4-day week was a disadvantage in

joining this firm.
_____ No opinion.

Did you favor the 4-day week when you first heard about 
it? (Please check one).

_____ Yes
_____ No
_____  No opinion

(a) At this time, do you favor the 4-day week? 
(Please check one).
_____ Yes
_____  NO
  No opinion

(b) How did you vote in reference to trying the
4-day week? (Please check one)
_____ Yes (did want it)
_____ No (did not want it)

Did not vote
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5. Only to be answered by those who do not favor the 4-day 
week at this time;
(a) Why do you feel as you do? ....................

6. Do you feel that your weekly salary has been reduced, 
increased, stayed the same, or no opinion as the result 
of the 4-day week? (Circle one of the above.)

7. Have any layoffs resulted from utilization of the 4-day 
week?

_____ Yes
______  No

  Do not know
8. What personal adjustment problems did you have as a 

result of the 4-day week? _____________________________

9. Please check one:
(a) _____ Male 

  Female
(b)_______ Married

  Single
_____ Other (please specify)

(c) Number of children and 
ages ______________________
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10. Please check one:
Age Group: ' ' Under 30

' 30-40
  41-50
 ___ 51-60
  Over 60

11. Please check one:
Length of
Service:_______ _____ Under 1 year

  1 year to 5 years
 ____ 5 years to 10 years
  10 years to 15 years
  15 years to 20 years
  20 years to 25 years
  25 years to 30 years
  30 years to 35 years
  35 years or over

12. Below is a checklist of leisure activities. Please
check every activity in which you regularly partici­
pated during the 5-day workweek. Then check every 
activity in which you regularly participate in during 
the 4-day workweek.

5-day 4-daya
  _____ 1. Work around the house
_____ _____ 2. Spend time with family
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5-day 4-daya
'1 '' ' 3. Travel
’ ' ' ' ' ' 4. Go to ball games, fights, etc.

____ ' ' ' 5. Fishing and banting
     6. Engage in some form of athletics

'   7. Other hobbies
_____ _____ 8. Read
     9. Go to school to learn a trade or

increase knowledge
    10. Active in community affairs
    11. Have another job

_____ Full Time
  Part Time

    12. Belong to Social Club
    13. Engage in political work
    14. Rest, relax, etc.
    15. Swimming, etc.
    16. Work on car

'   17. Church activities
    18. Bought or buying vacation home
    19. Bored with free time
    20. Visit relatives
    21. Watch television
    22. Attend movies, theater, etc.
    23. Other (specify) _________________

aThis is the only column that was used as the 
after measure in department P-7.
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13. Do you find that you spend more money for free time 
activities since you began the 4-day week? (Please 
check one.)
' Yes
_____  No
_____ Do not know

(a) If "Yes," please state these activities: ____



APPENDIX D 
EMPLOYEE QUESTIONNAIRE:PREFERENCES 
FOR VARIOUS WORKWEEK SCHEDULES

Instructions: Please indicate your preference by placing a
check mark (V'') in one of the spaces below. 
Only one check mark please 1

_____ I prefer to work the 4-day workweek for the
entire year.

_____ I prefer to work the 4-dav workweek during
May, June, July, August, September, and 
October, and work a 5-dav workweek for the 
other months of the year.

_____ I prefer to work the 5-day workweek for the
entire year.

_____ No opinion.

I chose the above item because
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