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Evidence is presented showing the organizational characteristics associated
with varying levels and types of educational requirements for employment.
Educational requirements are found to be highest in organizations stressing a
service rather than a market orientation, and emphasizing normative control
over employees; in large, nationally-oriented and internally bureaucratic
organizations; and in organizations with high rates of technological change.
These variables have independent effects on educational requirements,
although interacting in specific contexts. Organizations responding most to
problems of minority discrimination in employment, ironically, have the
highest educational barriers.

We are in a period of reevaluating our basic sociological concepts
about education. The traditional view was benign and relatively
uncritical. Education was believed to be functional for society, as
well as the main path of career opportunity for individuals. The
larger functional interpretation was taken as a matter of faith;
empirical evidence was gathered only on the latter aspect, the
place of education in social mobility. Such studies (cf. Sewell et
al., 1970; Blau and Duncan, 1967) have found that education is
the single most important easily measurable variable in accounting
for individual careers; this has bolstered the practical concern for
social class advantages and disadvantages in educational attain-
ment. Such research has been embedded in a larger theoretical
context that was taken for granted: social mobility and
educational access studies made sense because it was assumed that
education provided the technical skills necessary for the
functioning of modern industrial society.

*I am indebted to Margaret S. Gordon, Margaret Thal-Larsen, and Harold
L. Wilensky for advice and comment; to Margaret S. Gordon for making
available data collected by the Institute of Industrial Relations of the
University of California at Berkeley, under grants from the U. S. Office of
Education and U. S. Department of Labor; and to the Computer Center of
the University of Wisconsin for financial assistance.
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This view of education has recently been criticized on various
fronts. There has always been a liberal critique from within the
conceptual system, exposing class biases in educational access.
This criticism has recently taken on a much more pessimistic tone,
arguing that efforts to overcome such biases have been doomed by
the very nature of the educational system (Jencks, 1972; Karabel
and Astin, 1972). Illich (1971) has gone farther, to attack the
underlying assumption that education is technically productive;
instead, it is depicted as an artificial credential system which
maintains class barriers and wastes social resources. A review of
the relevant literature (Collins 1971) indicates that most
education, beyond the provision of literacy, fails to contribute to
economic development, that educational requirements for
employment have risen in excess of technological changes in job
context, that education contributes little to individual produc-
tivity, and that vocational skills are learned primarily on the job
and not in school.

It remains to be explained how such an educational system
should happen to exist and grow. Gintis (1971) gives a Marxian
interpretation, presenting evidence that education is effective
primarily in producing compliant personalities, and hence serves to
provide the labor control "needed" by industrial society. Bourdieu
and Passeron (1970) present a more Weberian interpretation in
terms of "cultural capital": education (especially in France) is
seen as the basis of a relatively self-perpetuating set of cultural
divisions among social groups, which in turn serves to maintain
and legitimate the system of privilege. This is congruent with
related British approaches (Young 1971) to the nature of class
culture as taught in the classroom.

We are now on the route to a better explanatory theory of
education, if for no other reason than for the first time efforts are
being made to explicitly formulate a causal explanation.
Previously, we have had social mobility research which takes for
granted the meaning of education, and proposes models which are
nothing more than historically specific empirical generalizations,
and generahzed functionalist "theory" which produces not
testable propositions but disguised value judgments. Explanatory
theory, however, must give the conditions under which particular
historical arrangements are found.

What is most important at this time of theoretical ferment is
to break down the artificial barriers among research specialties, for
a satisfactory explanatory paradigm can be achieved only by
reconceptualizing bur entire model of social process. Data on
education and mobility are abstracted from the same world of
interacting people that has also been studied as stratified
communities, and as formal organizations. To view education in
terms of stratification research already gives a major clue.
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Communities are divided by informal cultures, and social
membership is primarily a matter of cultural similarity. Weber
(1968: 932-37, 998-1002) treated education as the basis of just
such status cultures, providing marks of group recognition and
barriers to outsiders.'

What I propose to do here is add yet another approach to
education: organizational analysis. Organization theory is a
relatively advanced field in sociology, and it provides a striking
revelation vis-a-vis the standard functional interpretation of
education and careers. The main processes uncovered in
organizational studies have been power, conflict, and control: the
importance of informal groups maneuvering for advantage, and of
the cultural ties that unite them (see Dalton, 1959 and Crozier,
1964). Etzioni (1961; see also Warren 1968), drawing upon a large
number of empirical studies, has systematized a theory of
organizational control; it specifies what types of organizational
goals can be attained using coercive, remunerative, or normative
(cultural) controls, and suggests what types of organizational
position are most sensitive to each type. Earlier, Weber (1968:
956-1109) presented a theory of organizational types stressing the
power and status interests of organization members; impersonal
methods of operation—including those used in bureaucracies for
selecting personnel, promoting them, and delineating their rights
and duties—are developed as they become available as weapons in
this struggle for control. It has been generally overlooked that
educational requirements are Weber's explicit example of a group
monopolizing organizational positions through the use of arbitrary
cultural tests favoring themselves.

This approach provides a testable model for explaining the
place of education in careers. Organizational control theory
suggests, first of all, that educational requirements are used as
means of normative control over employees; hence, they should be
correlated with other indicators of normative control emphasis,
and be found most prominently in the types of organizations
which stress normative control. But organizations are also part of
the larger stratification of their society; we may expect that
educational requirements will be used by organizational elites to
maintain cultural hegemony over their own ranks. As I have
indicated elsewhere (1971), education in America has been the

' Such cultural groups are not necessarily equivalent to economic classes,
although they may be; a complete theory of stratification should give the
conditions under which they coincide or diverge. In either case, status
communities have organizing principles of their own; the struct;ure of
ethnicity—so prominent in the history of the United States—is a prime
example of how this may work. As Bourdieu and Passeron (1970) point out,
the structure of the educationeil system itself is another case—so much so that
one might propose that education be viewed as pseudo-ethnicity.
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preserve of Anglo-Protestant culture; this leads to the prediction
that it is the large, nationally-organized corporations dominated
by Anglo-Protestant elites that will stress educational requirements
in the higher ranks. Finally, it is possible to directly test the
technical-function view of educational requirements, by compar-
ing organizations with different levels of technological advance.^
Yet another interpretation, in terms of bureaucratizations, may
also be tested. All of these variables may be tested simultaneously
to rule out spurious relationships, and to detect patterns of
multiple causation.

Method
The Study
The following organizational analysis of educational require-

ments is based on a survey conducted in the six county San
Francisco-San Jose area during 1967. A sample of 309
organizations was drawn randomly from the universe of
organizations with more than 100 employees; replacement of
nonrespondents was made from a second random sample of
organizations matched by industrial type. All types of
organizations meeting the size requirement were included; the
sample thus comprises not only commercial establishments but
also civilian government, school, and other nonprofit organiza-
tions. Interviews were carried out by staff members of the research
project with a senior official in charge of hiring in each
organization, in most cases with the Personnel Manager or
Industrial Relations Manager.^

Dependent Variables

The principal dependent variables are based upon a question
asking respondents to give their minimal educational requirements
in terms of six levels of education—less than high school diploma
or no educational requirements, high school diploma, post-high

I have argued that the main thrust of organizational theory and research
has been in the direction of power conflicts and cultural solidarity among
informal groups. An apparent exception is the prominence recently given to
technology as a major determinant of organizational structure (Stinchcombe,
1959; Woodward, 1965; Thompson, 1967). This is not the place for an
extended discussion of this material. Elsewhere (1974, chapter 6) I have
attempted to show that the cultural/conflict model of interpersonal behavior
and the technological determination of organizational structure are
compatible, and that what is crucial about technology is not the skill
requirements per se but the degree of uncertainty of control it produces, and
that this is the main intervening link in accounting for organizational
structure.

^See Gordon and Thal-Larsen (1969) for a further description of this
study.
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school technical or vocational training including apprenticeship,
some college or junior college diploma, college degree, graduate
degree—for entry jobs in eleven occupational groups (professional,
technical, managers and officials above first line supervisors, first
line supervisors, clerical, sales, skilled other than foremen,
foremen, semiskilled, unskilled, and service). ''

Three principal indices were created. The first consisted of the
sum of the educational requirements (1-6) for the 11 occupational
groups for each organization, divided by the total number of such
occupational groups employed in that organization.^ The resulting
index, referred to as the Education Index, gives the average
educational requirements for all occupational levels actually
represented in each organization. It has a hypothetical minimum
of 1.0 (all occupations have less than high school requirements)
and a hypothetical maximum of 6.0 (all occupations require
graduate degrees).

This index is obviously influenced by the types of occupational
groups employed in the organization as well as by the
requirements within these groups. Accordingly, three more limited
dependent variables are also used. A second index consists of the
sum of the educational requirements for the six white-collar
occupational groups (professional, technical, managers, first line
supervisors, clerical, sales) divided by the total number of white
collar groups employed in each organization. This index is referred
to as the "White-Collar Education Index" and gives the average
educational requirements for the white-collar occupations
represented in each organization. The third index is constructed

''Some respondents declined to answer in terms of minimum educational
requirements, and instead gave their educational preferences. There were
twenty-five such "preferences" answers, too few for separate analysis. These
were combined with the "requirements" answers. Interviewers felt that in
some instances the respondents gave a defensive response: "We have no
educational requirements in our organizations; we hire and promote only on
individual merit." As we shall see, the general ideology expressed here ("all
jobs are open in our firm") does not entirely accord with the facts. Therefore,
there is resison to believe that employers have understated the weight they
give to educational qualifications in actual practice. On the other hand, one
employer whom I personally questioned on this matter noted that his answers
referred to his more recent requirements, and that personnel hired 10 years or
more earlier might in many cases not meet the present requirements.
Nevertheless, the distribution of "no educational requirements" among
occupational levels fits the expected distribution. Although educational
requirements may be understated, the bias appears to be uniform throughout
the sample, and the relative differences among organizations may be accepted
with some confidence.

'The number of employees within occupational groups was not available.
This index refers only to the average requirements of occupational groups
represented, not to an average weighted by the numbers of employees at each
level of requirements.
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similarly, and gives the average educational requirements for the
five manual occupational groups, and is referred to as the
"Blue-Collar Education Index." Both of these indices range from
1.0 to 6.0.

Educational requirements are also reported here in managerial
positions alone. For managerial positions requiring college or
graduate degrees, preferences for business administration degrees
are reported.

Independent Variables: Organizational Type

Organizations are classified into fifteen industrial sectors:
construction, food, paper, printing, chemicals, metals, electrical
machinery, machinery not otherwise classified, transportation
equipment, other manufacturing, transportation and utilities,
trade, finance, service, and government. For purposes of
cross-classiJBcation, with other variables, these are reduced to two
categories, based on Etzioni's (1961) finding that organizations
with differing goals emphasize different types of controls over
their employees. Organizations with narrow, profit-making goals
emphasize remunerative (financial) controls; those with idealized
goals of providing services or upholding cultural standards
emphasize normative controls (the internalization of
organizational purposes through sociahzation); those with
custodial goals emphasize coercive controls.

We may expect that organizations which offer a public service
or which rely upon public confidence in the standards which they
uphold and the safeguards they provide in the course of their
services, or which appeal to confidentiality in dealing with clients'
affairs, should use educational requirements as a means of
enforcing these standards upon their employees. Accordingly,
organizations have been divided into two categories: "public
trust" organizations, which emphasize a public image of service
ideals, safeguards, and/or confidentiality; and "market" organiza-
tions, which -are primarily concerned with selling a product or a
service and making a profit thereby, and not with establishing a
reputation of honor or trustworthiness. The distinction, in
Durkheimian terms, is between the relatively more sacred and the
relatively secular in modem society. The public trust category
includes public transport (public transit, air transport), communi-
cations and utilities (radio and television, telephone and telegraph
services, gas and electric services), financial organizations,
professional service organizations (medical, legal, educational,
engineering, accounting), and government organizations. In the
market category are included mining, manufacturing and other
transportation (trucking, warehousing, railroads, water transport,
transportation services), wholesale and retail trade, and other
services.
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Police Record Index

Organizations' concern with normative control over their
employees is also indicated by their relative emphasis on the lack
of police record for applicants. Responses were classified as
follows, from least stringent to most stringent concern: 1. doesn't
inquire about police record; 2. will evaluate record; 3. felony
conviction bars hiring; 4. theft conviction bars hiring; 5. narcotics
or morals conviction bars hiring; 6. any conviction bars hiring; 7.
record checked by security officer or bonding agent; 8.
falsification of record bars hiring; 9. any record bars hiring. The
index proceeds from organizations which do not check records at
all, to organizations which consider each case individually, to
those refusing categorically to hire persons convicted of serious
crimes, to those refusing to hire persons of less serious crimes,
to those refusing to hire anyone who has been arrested at all,
whether or not convicted. Refusal to hire narcotics or morals
offenders receives a higher score than refusal to hire convicted
thieves, since the latter offenses are "crimes without victims";
they are offenses against cultural standards. Organizations which
have records checked by security officers or bonding agents were
assigned high scores, as it appears that security officers and
bonding agents use fairly stringent standards. Finally,
organizations which refuse to hire persons who falsify their
records receive high scores, since they indicate a concern not with
the formal offense itself but with the willingness of the applicant
to reveal himself to his organizational superiors and put his trust in
their judgment. A composite "Police Record Index" for all
occupations was created, giving for each organization the average
police record score for all the occupations represented. The police
record score is also given for occupational groups separately.
Employee loyalty emphasis was also indexed by employers'
answers to the question of whether they had any marked
reluctance to hire persons who have held numerous jobs
("job-hoppers"). Size was measured by the total number of
employees of the organization at the most recent pay period.
Bureaucratization was indicated by four measures.

For each occupational group, the organization received a score
of 5 if it used aptitude tests in hiring, and a score of 1 if it did not
use aptitude tests. A "Tests Index" was constructed, analogous to
the Education and Police Record Indices, consisting of the average
aptitude test score of the occupational groups employed in that
oi^anization.

Employers also indicated the degree of emphasis they gave to
aptitude tests ("Weight Given Tests") in making hiring decisions,
as a general policy referring to all occupational groups in their
organization. Emphasis on tests for particular occupational groups
was not available.
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A "Standardization Index" was created, as follows: organiza-
tions which examined police records (whatever its standards were
in regard to those records) were scored 5; organizations which did
not examine police records were scored 1. An average score of
examining police records for the occupation groups within each
organization was created, analogous to the Tests Index. The
Standardization Index was the sum of this police record average
score (which, it should be noted, is not identical with the Police
Record Index), and the Tests Index, for each organization; it has
three possible values: 2, 6, or 10. Subsidiary standardization
indices were calculated for white-collar and blue-collar hiring
requirements separately. The "Size of Personnel Department" is a
fourth indicator of bureaucratization, measured in number of
personnel employees.

An "Index of National Orientation" was created by
cross-classifying headquarters location (local: Pacific coast states;
national: elsewhere) with market area (local: 75% of market
falling within the Westem states; national: 75% of market covering
more than the Westem states).^ Organizations were thus arrayed
into local headquarters/local market (177 cases), national
headquarters/local market (71 cases), local headquarters/national
market (41 cases), and national headquarters/national market (20
cases). Local headquarters/national market organizations and
national headquarters/local market organizations were combined
in the analysis.

Technological Change \yas measured by how many kinds of
changes the establishment reported making during 1960-66.
"Remodeled plant" was scored 4; "built new plant," "modernized
equipment," "installed new equipment", and "significantly
changed internal operating procedures" were scored 3; "eliminated
inefficient working arrangements" and "changed materials used in
production process" were scored 2; "no" responses to any of these
items were scored 1. The "Technological Change Index" has a
hypothetical minimum of 7.0 (no changes) and a hypothetical
maximum of 20.0 (all possible changes). Where the index is
dichotomized in analysis, the cutting point is at 13.0. It should be
noted that this index is not as strong as it could be, since the
questionnaire schedule dichotomized responses between oiganiza-
tions making at least one change of a given kind, and those making
no such changes. Some of the variation is thus lost.

National headquarters organizations in this sample have their home
offices primarily in the Middle Atlantic and East North Central sections of
the United States.



427 Educational Requirements for Employment

Results

Organization Type.

Oi^anizations of different types vary considerably in their
educational requirements. Highest overall educational
requirements are found in financial organizations and the chemical
industries; lowest are found in construction and in non-electrical
machine manufacturing. Detailed breakdowns are given in Table 1.

Using Etzioni's classification, we find that public trust
organizations have considerably higher requirements than market
organizations. Organizational control type is significantly associ-
ated with overall educational requirements (gamma .40, p .001),
with white-collar requirements (gamma .33, p .01, and with
managers' requirements (gamma .31, p .001). There is no
significant relationship between organizational type and blue-
collar requirements.

The "Police Record Index" is significantly associated with the
"Education Index" (gamma .24, p .001). This association is
maintained with organizational size controlled; it disappears
within trade and financial organizations and is reduced somewhat
when examined within other industrial sectors. The lack of
relationship between police record stringency and educational
requirements within trade and financial organizations is perhaps
not surprising, as these are the organizations which place the
greatest emphasis on police records. (See Table 2)

The police record score for each occupational group in relation
to the educational requirements of that group is shown in Table 3.
The association between police record requirements and
educational requirements is highly significant for managers (p
.001) and approaches the .05 level of significance for sales and
skilled labor categories. In other occupations, the trend is
maintained but the statistical significance test is not met.

Reluctance to hire "job-hoppers" is correlated with the
Education Index (gamma .18, p .01) and with the White-collar
Education Index (gamma .12, p..01), and with the Blue-collar
Education Index (gamma .14, p .02). Comments volunteered by
respondents tend to corroborate the idea that reluctance to hire
"job-hoppers" reflects a concern for status or normative control.
This is illustrated by the personnel manager of a nationally
prominent company, apparently quite concerned about its image,
who was reluctant to hire not only "job-hoppers" but also the
physically handicapped. The reason for the latter reluctance, he
stated, was that the company "would have to check into the
arrangements made for taking care of the children"—a patent
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TABLE 2

Percent of Organizations with Various Scores on Police Record
Index, by Industrial Sector

Police Record
Index Score

Construction
Manufacturing
Transportation

& Utilities
Trade
Finance
Service
Government

1.0-
1,9

40
19

14
13

4
7
0

2.0-
2,5

32
65

66
40
44
54
69

2.5-
4,9

16
8

10
2

16
7

19

5,0-
8.9

8
5

7
30
24
17

6

9.0

4
3

3
15
12
15

6

T

100%
100%

100%
100%
100%
100%
100%

N

25
120

29
47
25
46
16

rationalization. This organization had very high educational
requirements.

The three indicators of normative control emphasis are
interrelated. Police record requirements are significantly h i^e r in
public trust organizations than in market organizations (gamma
.43, p .001); the same is true of reluctance to hire job-hoppers
(gamma .29, p. .01). These interrelations tend to mutually validate
the three indices as representing emphasis on normative control
over employees. There appears to be a recognizable group of
organizations with relatively high educational requirements at
white-collar and managerial levels, characterized by organizational
goals emphasizing a public service image, carefully screening their
employees for prior normative violations and for evidence of
employee loyalty.

TABLE 3

Strength of Relationship Between Police Record Requirements and
Educational Requirements, by Occupational Group

gamma P < N

Professional
Managerial
Clerical
Sales
Skilled
Semiskilled
Unskilled
Service

19
19
21
19
29
29
21
10

.20

.001

.70

.10
,10
.30
,50
.70

236
279
302
169
244
237
242
205

All occupational groups .24 .001 305
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Size, Bureaucratization, and National Orientation
All of the indicators of organizational prominence and

bureaucratization are significantly related to educational require-
ments. Organizational size is significantly associated with overall
educational requirements (gamma .29), as well as with white-collar
requirements (gamma .28), blue-collar requirements (gamma .25),
and managers' requirements (gamma .26). National orientation is
significantly associated with overall education (gamma .23), and
approaches the .05 level of significance in its association with
white-collar education (gamma .24), blue-collar education (gamma
.17), and managers' education (gamma .20). Similarly, the
extensiveness of test use, the weight given to tests relative to other
employment criteria, and the overall index of standardization of
administrative procedures all are significantly associated with
educational requirements at all occupational levels (Table 4). The
size of the personnel department is also significantly related to
educational requirements at all levels (Table 5).

These different measures appear to indicate a general underlying
complex. Table 5 shows that the relationship between size of
personnel department and the education indices disappears when
size is controlled, as do the relationships between national
orientation and educational requirements (Table 6). The "Tests
and Standardization" indices also fail to have a significant effect
when size is introduced as a control. The various measures are
interrelated. Large, nationally-oriented organizations tend to be

TABLE 4

Strength of Relationships Between Bureaucratization Measures and
Educational Requirements

gamma P < N

Tests Index and Education Index .35
Tests Index and White-collar
Education Index .23

Tests Index and Blue-collar
Education Index .48

Weight Given Tests and
Education Index .27

Weight Given Tests and White-collar
Education Index .28

Weight Given Tests and Blue-collar
Education Index .34

Standardization Index and
Education Index .40

White-collar Standardization Index
and White-collar Education Index .25

Blue-collar Standardization Index
and Blue-collar Education Index .51

.001

.01

.001

.01

.001

.01

.001

.01

.001

307

305

280

299

298

275

307

305

280
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TABLE 5

Strength of Relationship Between Size of Personnel Department and
Educational Requirements, With Controls for Size of Organization

Personnel Dept. Size and
Education Index

less than 250 employees
250-999 employees
1000 or more employees

Personnel Dept. Size and
White-collar Education Index

less than 250 employees
255-999 employees
1000 or more employees

Personnel Dept. Size and
Blue-collar Education Index

less than 250 employees
250-999 employees
1000 or more employees

gamma

.34

.29

.33
-.06

.27

.22

.23
-.17

.31

.17

.27

.10

P <

,001
.50
.01
.30

.001

.20
,50
.10

.02

.90
,70
.30

N

307

130
122

55

306

130
121

55

282

120
111

51

highly bureaucratic in their internal structures and administrative
procedures, and to have high educational requirements which they
apply in a mechanical fashion.

Technological Change
The "Technological Change Index" is significantly related to

blue-collar education requirements (gamma .26, p .02), and to
managers' educational requirments (gamma .13, p .001), but not
to white-collar education requirements or to the overall education
index. As we shall see, however, a different pattem of
relationships between the rate of technological change and
educational requirements emerges in more specific organizational
contexts.

Interaction among the Variables

It is possible that any of the relationships thus far reported are
spurious. For example, large organizations may be those with a
higher rate of technological change, and hence their educational
requirements may be due to technology rather than to
organizational prominence per se. In order to control for such
possibly spurious associations, each of the major variables-
organizational size, technological change, and organizational
control type—were introduced as controls into the analysis of
educational requirements. Results are shown in Tables 6-9.
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TABLE 6

Strength of Relationship Between National Orientation and Educational
Requirements, With Controls for Organization Type, Size, and

Technological Change

National Orientation and Education Index
market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 or more employees
low technological change
high technological change

National Orientation and White-collar
Index

market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 or more employees
Low technological change
high technological change

National Orientation and Blue-collar
Index

market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 or more employees
low technological change
high technological change

National Orientation and Managers'
Requirements

market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 or more employees
low technological change
high technological change

gamma

.23

.39

.14

.21

.27

.19

.33

.11

.24

.39

.01

.23

.22

.28

.30

.17

.17

.22
-.06

.15

.24

.02

.28

.13

.20

.35
-.09

.24

.27
-.02

.31

.09

P <

.05

.01

.10

.20

.50

.30

.02

.70

.10

.01

.80

.70

.70

.50

.10

.30

.10

.10

.30

.20

.05

.10

.10

.20

.10

.05

.70

.30

.10

.30

.10

.50

N

287

226
81

130
122

55
144
148

306

225
81

130
121

55
144
147

282

217
65

120
111

51
127
139

282

209
78

125
114

47
137
136

Organizational type (the division of organizations into those
with normative control emphasis versus remunerative control
emphasis) is generally even more strongly associated with
educational requirements in organizations with relatively low
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TABLE 7

Strength of Relationships Between Size and Educational Requirements,
With Controls for Technological Change and Organization Type

Size and Education Index
market organizations
public trust organizations
low technological change
high technological change

Size and White-collar Education Index
market organizations
public trust organizations
low technological change
high technological change

Size and Blue-collar Education Index
market organizations
public trust organizations
low technological change
high technological change

Size and Managers' Education
market organizations
public trust organizations
low technological change
high technological change

gamma

.29

.34
-.06

.44

.10

.28

.37
-.12

,40
.14
.25

.50

.25

.49

.05

.26

,33
-,09

.36
,16

P <

.001

.01
,20
.01
,20
,001
.001
.70
.01
.50
,05

.10

.20

.10

.95

.01

.01

.10

.10

.10

N

307

226
81

144
148
306

225
81

144
149
282

217
65

127
139
287

209
78

137
136

rates of technological change than in all organizations. Thus, in
low-technology organizations, relationships between organiza-
tional type and educational requirements are even less likely to
occur by chance, and measures of association increase from
gammas of .40 to .54 for overall educational requirements, from
.33 to .49 for white-collar requirements, and from .31 to .51 for
managers' requirements. Similarly, relationships between organiza-
tional type and educational requirements are strengthened in
smaller organizations (hiring less than 250 employees); for overall
educational requirements, gamma is .50; for white-collar
requirements, .53; and for managers' requirements, .53. On the
other hand, for organizations with high rates of technological
change, and in larger organizations, in most instances relationships
between normative control type and educational requirements lose
statistical significance. In no context — high or low technological
change, large or small organizations — is organizational type
significantly related to blue-collar educational requirements.
Normative control emphasis, then, primarily affects educational
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TABLE 8

Strength of Relationship Between Organizational Type and Educational
Requirements, With Controls for Technological Change and Size

Organizational Type and Education Index
low technological change
high technological change
less than 250 employees
250-999 employees
1000 or more employees

Organizational Type and White-collar
Education Index

low technological change
high technological change
less than 250 employees
250-999 employees
1000 or more employees

Organizational Type and Blue-collar
Education Index

low technological change
high technological change
less than 250 employees
250-999 employees
1000 or more employees

Organizational Type and Managers'
Education Requirements

low technological change
high technological change
less than 250 employees
250-999 employees
1000 or more employees

gamma

.40

.54

.21

.50

.24

.26

.33

.49

.14

.53

.16

.06

.04

.15
-.07
-.46
-.26

.32

.31

.51

.07

.53

.08

.21

P

.001

.001

.01

.001

.20

.30

.01

.001

.50

.01

.20

.70

.98

.80

.95

.70

.70

.50

.001

.01

.05

.02

.01

.70

N

307

144
148
130
122

55

306

144
147
130
121

55

282

128
139
120
121

56

282

131
136
125
114
48

requirements for higher occupational levels and within small
organizations and those low on technological change.

Organizational size and national orientation show very similar
patterns in relation to educational requirements in various
contexts. Significant associations between size and overall
educational requirements are raised from gamma .29 in all
organizations to gamma .34 in market organizations (those not
emphasizing normative control); for white-collar requirements,
association with size increases from gamma .28 to gamma .37; for
managers' requirements, from gamma .26 to gamma .33. However
in public trust organizations (those stressing normative control),
the relationships are reduced and lose statistical significance.

Similar specification occurs in regard to rate of technological



435 Educational Requirements for Employment

TABLE 9

Strength of Relationships Between Technological Change Index and
Educational Requirements, With Controls for Organizational

Type and Size

Technological Change Index and Education
Index

market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 employees

Technological Change Index and White-
collar Education Index

market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 or more employees

Technological Change Index and Blue-
collar Education Index

market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 or more employees

Technological Change Index and
Managers' Requirements

market organizations
public trust organizations
less than 250 employees
250-999 employees
1000 or more employees

Technological Change Index and
Professionals' Education Re-
quirements

market organizations
public trust organizations

gamma

.12

.23
-.14

.21
-.01
-.19

.12

.22
-.12

.20

.04
-.16

.26

.30

.14

.47

.14

.03

.13

.24
-.14

.14

.11
-.06

.14

.16

.13

P <

.20

.02

.30

.10

.20

.50

.20

.01

.50

.05

.50

.50

.02

.10

.50

.20

.20

.80

.001

.001

.70

.01

.05

.50

.98

.70

.98

N

292

214
78

123
117

52

291

213
78

123
116

52

267

205
62

113
106

48

272

198
75

118
105

46

225

157
70

change. In low-technology organizations, association of size with
overall educational requirements is raised to gamma .44; with
white-collar requirements, to gamma .40; with managers'
requirements, to gamma .36. In high-technology organizations, on
the other hand, no statistically significant relationships are found.
For blue-collar educational requirements, size operates even more
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strongly in market organizations (gamma .50), and in low-technol-
ogy organizations (gamma .49), than in all organizations (gamma
.25); these relationships reach the .10 level of significance.

Finally, the rate of technological change also affects
educational requirements differently in particular sorts of
organizations.'' The "Technological Change Index" is not
significantly associated with overall or white-collar educational
requirements in the total sample, although it is significantly
associated with blue-collar and managerial requirements. However,
technological change is related to virtually all educational
requirements (with one significant exception noted below) in
particular sub-types of organizations. Thus significant relationships
are found between technological change and overall, white-collar,
blue-collar, and managerial educational requirements within
market organizations and within small organizations. Significant
relationships are not generally found within public trust
organizations or in medium-sized and large organizations. The
major exception is with regard to educational requirements for
professionals: organizations with high rates of technological
change have no higher educational requirements for these highly
technical positions than organizations with low rates of change, in
any organizational context (data not shown).

A general pattem of interrelationships among the major
variables emerges. Each variable has an independent effect on
educational requirements, but each seems to operate most strongly
in the organizational context where the other variables are weak.
Technological change produces significantly higher educational
requirements only in smaller, localistic organizations and in
organizational types not emphasizing normative control. Organiza-
tional size and prominence produce significantly higher educa-
tional requirements in organizations with low rates of
technological change and in types de-emphasizing normative
control. Normative control emphasis produces significantly higher

It is possible that these results are spurious: organizations high on the
technological change index may be organizations which hire professionals and
technicians, whereas organizations scoring low do not hire professionals and
technicians. As a result, the overall education and white-collar education
indices would be artificially high for the former type of organization. For
high-technology organizations, the education index would be an average
based upon occupations including those with the highest educational
requirements, whereas for low-technology organizations it would be an
average based only upon those occupations with relatively low educational
requirements. To test this possibility, two further indices were created:
"Education Index B" and "White-collar Education Index B," constructed like
the original "Education Index" and the "White-collar Education Index," but
omitting professional and technical education requirements from the
computation of the average educational requirements. The substitution of
these indices does not change the pattern of the findings, however. Hence this
possibility of spuriousness may be ruled out.
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educational requirements in organizations with low technological
change and in smaller and less prominent organizations. It appears
that a ceiling effect is operating: high educational requirements
can be produced either by strong normative cbntrol emphasis,
organizational size and prominence, or a high rate of technological
change. Within contexts where one of these variables produces
high requirements, the introduction of other variables does not
show significant differences.

Which Variables Have the Strongest Effects?
The relative effects of normative control, organizational

prominence, and technological change may be assessed by
comparing the measures of association in the context in which
each is strongest (i.e., within the realm where the other
organizational variables are weak). For overall educational
requirements, normative control types produces gammas of .54 and
.50; size produces gammas of .34 and .44; (national orientation,
.39 and .33); technological change produces gammas of .23 and
.21. For white-collar requirements, gammas are: normative control
type, .49 and .53; size, .37 and .40; (national orientation, .39 and
.30); technological change, .22 and .20. For managerial
educational requirements gammas are: normative control type, .51
and .53; size, .33 and .36; (national orientation, .35 and .31);
technological change, .24 and .14. Finally, for blue-collar
requirements gammas are: normative control type, not significant;
size, .50 and .49; (national prominence, .22 and .28);
technological change, .30 and .47. At all levels except blue-collar
requirements, then, the strongest determinant of educational
requirements is organizational control type, followed by
organizational prominence (measured either by organizational size
or national orientation); technological change produces the
weakest effects.

Business Administration Degrees
Organizations emphasizing normative control types tend to

select managers with business administration degrees. Of the 44
public trust organizations requiring college or graduate degrees of
their managers, 41 percent wanted business administration
students. Of the 81 market organizations requiring college or
more, 36 percent wanted business administration students. When
government organizations are excluded, the figure rises to 47
percent of the public trust organizations.

A more detailed analysis (Table 10) indicates that the highest
proportion of organizations requiring business administration
degrees are found concentrated in three industrial groupings: a
marketing-conscious manufacturing group (food, fabricated
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TABLE 10

Percent of Organizations Preferring Managers With Business
Administration Education, by Industry

Construction
Food
Paper
Printing and pub-
lishing

Chemicals
Primary metals
Fabricated metals
Machinery

n.e.c.
Electrical machinery
Transportation
equipment

Other manufacturing
Water and air

transportation, gas
& electric

Other transportation
utilities

Trade
Finance
Medical
Educational
Other services
Government
All organizations

A. number of
organiza-

tions

25
28

8

10
9
7

15

9
10

7
17

12

17
47
25
12
13
22
16

309

B. number
requiring
college
degrees

7
15

4

4
8
2
7

3
5

2
9

5

3
7

12 •
7

12
5
8

125

C. % of B
preferring

business ad-
ministration

29%
67%
25%

50%
25%

0%
57%

33%
40%

0%
0%

80%

0%
29%
33%
43%
67%
20%
13%
38%

metals, printing); a public-relations-conscious transportation and
utilities group {aii and water transportation, gas and electric
services); and the administrators of large-scale service organizations
(hospitals and schools). It is noteworthy that the latter are the
service organizations in which administrators have the lowest
status in relation to their professional staffs (cf. Perrow
1965:950). The concern for the business administration degree,
then, may be related to the status concerns of the managers
themselves in organizations in which they are crucial but consider
themselves underappreciated by the "production" personnel. The
business administration degree also seems to be considered a basis
of normative control. As the personnel manager in the national
headquarters of a food-processing company put it, his company
wanted "business administration or other evidence that liberal arts
graduates are interested in business."
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Minority Group Influences

Most members of minority groups in the United States,
particularly blacks, have lower educational attainment than the
majority white population. Civil rights groups and minority
political and service organizations have recently begun to attack
educational requirements in hiring as discriminatory. It might be
expected, then, that employers who have had contact with
organized minority groups and have discussed or negotiated with
them about hiring minority group members might respond to this
contact by lowering educational requirements. The more militant
the organized group with which the employer deals, the more he
might be expected to be pressured into reducing his educational
requirements.

Employing organizations were divided into three categories:
those having contact with minority or civil rights groups (20
percent of the sample); those having contact with other groups
interested in helping minorities (such as the OEO, Job Corps, and
parole officers), or which had made efforts to hire minorities (47
percent; and those organizations which had made no contacts and
no efforts in the direction of hiring minorities (33 percent).
Significant differences in educational requirements exist among
these three groups of employers. But the differences are in the
opposite direction of what might be expected if employers
lowered their educational requirements in response to minorities'
requests or demands. Organizations contacting civil rights groups
tended to have the highest educational requirements; those making
other contacts or efforts tend to have intermediate requirements;
and those employers making no efforts towards employing
minorities have the lowest educational requirements. There are
significant negative associations between contact or concern with
minority groups and overall educational requirements (gamma
-.23, p .02), white-collar requirements (gamma - .25, p .05), and
blue-collar requirements (gamma -.16, p .01).

The explanation is not hard to find. Organizations with high
educational requirements tend to be the large, nationally
prominent ones. It is their high status and visibility that has made
them prominent in dealing with racial issues in America — or at
least prominent targets of protest. It is ironic that precisely those
attributes of organizations that make them respond to the
minority employment problem also make them unlikely to
eliminate one of the major barriers to minority employment in
higher occupational levels — their educational requirements.

Conclusions

Educational requirements for employment are highest in
organizations which produce social services of various kinds rather
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than goods for a market; in big, nationally-prominent and
internally bureaucratic organizations rather than in smaller,
locally-oriented and internally informal ones; and in organizations
with a high rather than a low rate of technological change. These
organizational conditions modify each others' effects on
educational requirements, so that organizational control type is
effective primarily in smaller and less technologically-changeful
organizations; size is effective in market-oriented and less-techno-
logically-changeful organizations; and technological change in
smaller and market-oriented organizations.

The overall picture is one of multiple causality. The strongest
determinant can be best interpreted in terms of organizational
emphasis on normative control over their members; this in turn
directs us to the larger context of cultural stratification within the
society. Size is a weaker determinant, and technological change
the weakest of the three, although it is not insignificant. It should
be stressed that this study uses a relatively imprecise measure of
technology and its effects. We have dealt with a loose indicator of
the rate of technological innovation, and it remains to be seen just
how educational requirements relate to particular levels of
technology.

The finding that education operates as normative control more
than as technical training, however, is consistent with employers'
comments, and with a long-term view of social change in America.
In an earlier report, a businessman summed up the view of
employers in regard to managerial requirements (Gordon and
Howell, 1959: 121):

Industry places a high value on the college degree, not because it is
convinced that four years of schooling insure that individuals acquire
maturity and technical competence, but rather because it provides
an initial point of division between those more trained and those less
trained; those better motivated and those less motivated; those with
more social experience and those with less.
In our survey some employers indicated that they required

high school degrees for manual workers, as one of them put it, "as
an indication of character (perseverance, self-discipline, drive, etc.)
rather than of knowledge." Several employers stated that high
school degrees were now required of janitors and other low-rank-
ing positions "in order that they may be able to read
instructions." As indicated elsewhere (Collins, 1971), the contin-
ual expansion of American mass education due to pressures for
social mobility and cultural hegemony has resulted in a long-term
increase in educational requirements for employment, and a
devaluation of their specific status content. In this case, we see the
high school diploma reduced to a test of bare literacy.

The data presented here have both a historical and a general
significance. In terms of a theory of education, they tend to
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support the view that the major explanatory variables are to be
found in the realm of organizational control struggles and cultural
stratification. Historically, they describe the arrangements of
America in the late 20th century, after educational requirements
have been pushed to very high and artificial levels. One might note
that the continuing split between nationally- and locally-oriented
sectors of the economy is cultural as well as organizational, and
built to a large degree around education. It also tends to be an
ethnic split; and it is the cosmopolitan Anglo-Protestants, not the
local Catholics, who are coming to terms with at least token
integration of black minorities. The fact that it is these very same
organizations which have educational barriers most firmly in place
should not be too surprising. If in fact educational requirements
have become the primary means of cultural control, it is possible
to be liberal and "universalistic" without giving away any real
advantages of one's own.
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