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CONFERENCE
OPENING

David Butler,
Butler Cox & Partners Limited

Ladies and gentlemen, | should like to declare this conference officially open. First, let me
welcome a particular guest, Mr Ron Potter. Mr Potter is here today representing the remark-
ably named Emphatic Charitable Trust. The purpose of the Emphatic Charitable Trust is to
promote the needs and opportunities of disabled people in the computer industry and in this,
the International Year for the Disabled, we thought that it would be useful to invite Ron to
come along and talk to us all informally about the work of his Trust. He will be present
throughout the conierence. We hope that delegates will take the opportunity to talk with him
about the work of the Trust. And who knows, if any of you happen to have brought your
cheque books with you, something may come of those discussions.

There are several things about this conference that are a little different from ones we have
had in the past. In particular, | should like to mention that this evening, at 18.30, there is a
session of housekeeping — but very important housekeeping as far as the Foundation is
concerned. David Seabrook, the Director of the Foundation, will be taking the opportunity to
go through with you the salient features of the Foundation’s report on its activities for 1980
and, just as importantly, he will be going through with you the elements of the programme
planned for 1982. As you know, it is our custom to ask members for suggestions about
research subjects, to offer our own shopping list of subjects, to receive a postal ballot from
members concerning their interest in different subjects; and finally, to present a co-ordi-
nated programme of research to the Management Board of the Foundation. All those things
will still be done, but we want to use this session this evening to give those members who are
here today an opportunity to comment on the subjects and the aspects of them which are
most interesting to them.

During the next few months we will also be implementing a series of other steps which are
designed to try to improve the fit between the work of the Foundation and the members’
needs. As you know, the past pattern of activities has been the published reports which we
produce, followed by professional and technical seminars which are intended to provide
members with a chance to follow up specific questions or points of interest in the reports. In
addition, we have run conferences such as this, and management briefings. In recent
months it has become clear to us, both in discussions with the Management Board and with
members at large, that the professional and technical seminar format needed some
adjustments in order to realign it with its original purpose. The seminars, which had begun as
detailed and intimate discussions of reports, had become in fact quite substantial
conferences in their own right. But since they were one-day events they did not really
provide the opportunity for interaction between delegates, nor for real, direct access to the
report authors, which originally they had been intended to provide.

The new schedule of activities which has been recently distributed shows a change in this
pattern of activities. Conferences like this one are planned to be more closely linked to
report themes, and the professional and technical seminar series will be replaced by an
increased number of management briefings which will feature higher-level speakers. The



workshop sessions at. conferences, such as the ones that we are havm.g here in Bourne-
mouth this week, will provide opportunities for face-to-face discussions vylth, among _others,
report authors. We also propose to hold much smaller and more detfm_led discussions of
report topics whenever these are justified by the extent of members’ interests. So each
published report from now on will carry a printed form alskrng you, the members, whether
you wish to take part in such a smaller, detailed discussion.

The Management Board of the Foundation which, as you know, inclgdes three elected repre-
sentatives of you, the members, considers that this new formula will more accurately meet
the members’ needs. These arrangements will be confirmed in writing within the next week
or so. We hope that any members who wish to comment on the working of the new arrange-
ments will remember that David Seabrook, the Director of the Foundation, and.l will Qlways
be pleased to hear any comments on the working of the new arrangements with a view to
their further improvement.

Let me now turn to the subject matter of this particular conference. | must admit that itisa
conference which, two or three years ago, | would very much have hesitated to arrange,
because it seemed to me that the subjects to which this conference addresses itself have
only recently come into the clearest possible focus. The title of the conference is ““Personnel
issues for management services in the 1980s’’, and | conceive of those issues as spanning
an enormous range of responsibilities and necessary actions. Just by glancing at the agenda
for the conference, we can see that there are responsibilities and necessary actions at three
different levels.

The first is at the level of national governments and international governmental agencies. In
Europe, at a national level and the international level, we face severe, challenging and ex-
tremely worrying problems of productivity, of unemployment, of different aspects of informa-
tics policy such as privacy and security. All these problems are coming to a head in most of
the European countries at the same time. What will our approaches be? How can we
achieve, together in Europe, a level of cohesion and a level of intelligence in responding to
these problems that will elude any individual nation?

We are to hear two presentations on these subjects of national and international signifi-
cance: Mr Morley from the European Commission, and Monsieur Danzin who has been one
of those instrumental in forming the French policy towards these matters. At the corporate
level we have problems of investment in times of declining markets and eroding profit
margins. We also have problems of competition and problems of acquiring the necessary
skills to justify competition and to justify investment. In terms of justifying our investment in
systems for the future most of us feel that we need somehow to break out of the current
expensive, time-consuming cycle of analysis, system development and synthesis — a
process which has in the past often proved so time consuming and costly that by the time we
have gone through that cycle the circumstances for which the solution was designed no
longer obtained. We are happy to have with us Mr Staffan Persson from the Stockholm
School of Economics to talk about new ways of systems development involving users.

At the level of our own principal responsibility, the acquisition, development and mainten-
ance of skills within our organisations, we are focusing in two ways. First, Colin Brook of IBM
will talk to us about the information systems jobs in the 1980s. What are the new career
opportunities that will be open within the area of information systems? Will we see the long-
debated, but so far slow-born, Director of Telematics in the large organisation? Will any of
the jobs to which we have grown accustomed — indeed that most of us cut our teeth on —
such as systems design and programming disappear in the years ahead?

Peter Bennett from Metal Box will tackle the very real problem of the retention and motiva-
tion of these people and he will show how individual companies can replenish and retain the
stock of skills which they have worked so hard to create.




Finally, on this question of skills, all too often the skills which we have so arduously
developed, retained, stored and managed seem, in some way that we do not fully under-
stand, to produce systems which the users find less than ideally suited to their needs and
less than perfectly engineered to the environment in which they, the users, want to employ
them. Tom Stewart of Butler Cox will be talking about user friendly systems or, as | should
like to put it, how to design computer systems that are fit for human consumption.

At the root of the whole problem lies the question of productivity, the productivity of people
and of systems and of organisations. We are tackling that in this conference in two ways.
First, by asking Michael Redhouse of DEC to talk about how we reward people for produc-
tivity and how we motivate them to secure productivity within our own departments.
Secondly, by taking a look with Paul Mali at the measurement of the total productivity of
systems.

Throughout the conference and throughout the continuing debate on these subjects over the
next ten years, the question will arise of how we mobilise the enthusiasm and support of
people within our organisations for the causes which we believe are important. Questions
will also arise of how we involve them in the decision making process, and how we provide
the leadership element which is management's responsibility in trying to harness the
undoubted talent within our organisations. So if there is one thread which runs through the
whole of this debate from the international level through the national level, the corporate
level and the departmental level, | believe that it is to do with the involvement of working
people in the shaping of their own destiny and their own environment. For that purpose we
have invited Campbell Christie of the Society of Civil Servants to talk about union attitudes
towards the telematic revolution. Mr Christie’s session is entitled “‘Union attitudes: a positive
response’’. | am sure that is something which we shall all welcome and my guess is that
after his dealings with Lord Soames he will probably welcome a positive response from us as
well. For our overseas delegates, let me explain that Mr Christie and his union are cur-
recently locked in an apparently intractable battle with their employers, the British
Government.

So that, ladies and gentlemen, is the agenda before us. | hope that during the remainder of
this conference we shall focus our atiention on these problems and opportunities. It was
rightly said a few years ago that we never seem as a species to solve problems until we are
posed with a problem or an opportunity at a higher level. We never solved the problems of
the village until we were confronted with the problems and opportunities of the tribe. We
never solved the problems of the tribe until we were confronted with the problems and
opportunities of the nation. We have so far not solved the problems of the nation, but we find
ourselves today confronted with the problems of an international organisation.

That is perhaps a minimum claim to put forward for the European Community of Nations —
that it focuses our attention more sharply on our own problems by providing an external
stimulus. But it is one which the Commission over the years has become extremely adept
and adroit in exploiting for the benefit of Europe as a whole. In the European Community
today we face challenges of an unprecedented nature of the need to restructure the institu-
tions of the Community to meet new challenges and, at the same time, to expand the
membership of the Community in ways which will compound both the complexity of the
problem and the diversity of the solutions required.

To tell us how he sees employment prospects and employment issues in the Community and
what kind of solutions are now emerging to these intractable problems, | should like to
introduce John Morley.



SESSION A

EMPLOYMENT PROSPECTS AND
EMPLOYMENT ISSUES IN THE
EUROPEAN COMMUNITY

John Morley, .
Commissicn of the European Communities

John Morley is head of the Employment Policy Division in the Directorate-General to employ-
ment and social affairs at the Commission of the European Communities, Brussels. He is an
economist by training who has worked in government, industry and the academic world
before joining the Commission in 1973.

I'think that it is probably as well that | start this session with the explicit recognition that we in
fact come from rather different worlds — not different planets, although some of us come
from different countries, but we come from different worlds of work. We have different
centres of gravity in our work and different zones of interest. Your world is that of the com-
puter industry and, as | understand it, your particular concerns are both with the present and
future staff needs within your industry and with the employment situation in your industry
now and into the future. It is a dynamic and very fast-moving world, but also a rather introver-
ted one as | see it, even perhaps incestuous in the sense that after most computer con-
ferences that | have attended, a number of people end up with different employers.

My world is also concerned with employment, but it is really a world of government, quasi-
government, pressure groups and politics. If we were to judge its output in mathematical
terms, we rarely do better than produce lowest common denominators — that is when we
produce anything at all. On the other hand, it is a very open world and one where, for good or
evil, ideas can be promoted and actions taken which come to affect the working lives of
people and companies to a very great extent. So | think that at the outset it is perhaps as well
that we recognise that we have this potential communications problem between us so that
we can seek to overcome it in exchanging our ideas. | like to think that that is why David has
invited me here today to speak and | shall certainly do what | can to contribute to breaking
down these barriers.

| should like to range a little more widely than David has said in that | should like to deal with
three issues. First, | should like to deal with an issue which is closer and more directly
associated with your own world and viewpoint. It is the question of manpower forecasting as
a way of identifying problems in your industries and companies. Alas, | am led to the con-
clusion that this approach is not likely to provide any detailed answers to the sort of prob-

lems that we have, but the process of looking at success and failure of manpower forecast-
ing in \{arious coyntries will help.us to redefipe the problem in a way which enables us to find

The second area at which | should like to look is broadly that which David has suggested —
the overall Iikely trends in employment in EEC countries over the next five to ten years. We




The third question that | should like to cover is the political climate and the policy issues that
are likely to be on the agenda as regards employment and social questions over the coming
years, and to see how far these are likely to affect you and impinge on your own areas of
action.

So | cannot hope to be that specific or direct as regards your own particular interests.
Therefore | hope that you will in turn help us to make this a fruitful session by telling me how
relevant or irrelevant some of the factors or issues that | discuss seem to you to be. Also |
hope that you will tell me whether in your view there are areas where governments (whether
they operate nationally or internationally through the EEC) should either be doing something
or perhaps stop doing something that they are currently doing.

Let me turn first to the manpower forecasting question. There was a time in the 1960s and
the early 1970s when we could speak of economic and employment trends with a certain
amount of confidence. This was an era of relatively stable and high rates of economic
growth, and consequently a period of low unemployment. In that era many companies and
forecasting bodies in general turned to manpower forecasting models and econometric
input/output models. They hoped that with the press of the button or the turning of the handle
it would be possible to predict in ever increasing detail and with apparently ever increasing
precision the various implications either of overall economic developments for particular
sectors of the economy or, more exciting and of more interest, of the different developments
in occupational groups and school groups. It is rather as if we have turned the economist’s
general equilibrium model on its head, in that it starts with all the details and builds up out of
this a whole economy. The manpower forecasting system was trying to do that in reverse, by
taking an overall development in the economic situation and following through from that the
detailed implications.

Of course people recognised that there were limitations and imperfections in all this. It was
clear that the data was not as good as it might have been. The classifications were often too
coarse. The statistical tools and analytical equipment were not all that they might have been.
But there was nevertheless this overriding conviction that with more refinement and analy-
sis it would be possible to predict with greater and greater precision the number of secre-
taries or computer programmers who would be needed over each of the next x years —
perhaps even looking at this sort of pattern at a regional level. Britain was certainly a country
that went in for this type of work fairly extensively, but it was not limited to Britain. In Italy
these types of input/output models have been developed in great detail for many regions.
This has also been the case in France and in Germany.

This development did not turn out too well, and | think that there were two major factors that
shattered the hopes and aspirations for this type of approach, and we should do well to learn
the lessons of what went wrong. First, improvements in forecasting methodology, far from
giving greater confidence to the actual predictions about how many people would be
required here and there, in fact did much more to reveal the weaknesses in the original
specification of the problem. It was ignorance about the complexity of relationships in the
lapour market that enable what | call the “‘rubber/ruler brigade™ to make a living by putting
their rubber/ruler between three points and predicting to infinity.

The more sophisticated types of analysis — things like Box-Jenkins forecasting methods,
times series analysis and spectrum analysis — all serve to highlight the inadequacies and
the imbalanced nature of this sort of approach. In fact we came to realise that these types of
manpower forecasting models were totally demand dominated. They started with an econo-
mic forecast, say 4 per cent growth a year. This was then related to the output of a particular
industry. Perhaps the computer industry was growing at 50 per cent more than the average,
S0 you get your 6 per cent growth there. Then a forecast was produced of the inputs to that
industry that were required — the skilled or unskilled labour inputs that were consistent with
that level of output growth.



Unfortunately, this overlooked two things. One is that the SL_Jppr of ‘Iat?our of a given gblllty
level is not infinite. After all, the whole specification of 1Q is a statistical one. ln_atg mtfalh-
gence, insofar as we can describe it as that, is supposed to f.ollow a norr_nal d!gtrlbutlon.
Hence, there is very little value in developing a forecast, the fulfilment of which relies on the
availability of more people of a certain IQ or ability level than are actually available.

In more general terms, we can say that these types of forecasts were ignoring the fact thgﬂ
there is not only a demand for labour but there is also a supply of Iapour, and that sypply in
the economist’s terms is relatively inelastic. It is, of course, possible ’ghrough training to
improve on a person’s basic ability and exploit that ability to the full, but it does not actually
enable one to create additional ability. Even in an era of high unemployr_nent as at prgsent,
we all know about the shortages that exist for people of a particular ability level. | will not
even say training, just of ability level.

There is a corollary of this, which is simply that in practice employers should not just sit and
bemoan the shortages of certain skills. | realise that maybe not all employers do that now,
but for a very long time there has been a great tendency to bemoan the lack of skilled
craftsmen, programmers, or secretaries. The need is to recognise that the only way round
this problem is to redesign the production process and/or the product so as to bring the
supply and demand of labour into balance. In other words, in our developed Western
economies we need to think in terms of appropriate technology, a technology which can
deal with balance within the labour market. We are accustomed to talking about appropriate
technology for the developing countries. | well remember attending a press conference — |
think that it was Massey Ferguson tractors — where the public relations man was having a
certain amount of difficulty with the sceptical journalists present. They had just won a big
order to Central Africa. The journalists were asking why all these tractors had cigar lighters,
double-sprung seats and super efficient headlights. The fact was that this company, like
many others, was simply not relating to the market. Nor were the people responsible for
ordering the equipment relating to their own needs. But this is not just a problem for develop-
ing countries, it is equally a problem of our own in seeing that we adopt the technology which
is the most appropriate in terms of our own labour and capital resources. That is only one
thing that went wrong with this kind of forecasting approach.

The second thing that went wrong was that the whole apparatus proved to be far less robust
than was required. So long as the overall trends in economic growth were fairly stable, albeit
somewhat cyclical, it was not too difficult to identify movements of a broad kind in terms of
industrial trends, or even in terms of certain skills. But as we know, since 1973 all that has

growth. | say ‘a trigger’ advisedly, because it has become increasingly recognised that the
causes of lower growth are both much more fundamental and much more complex than just
oil price rises. Hence, an oil price rise which might well have been thought to assist the
United Kingdom economy does not seem to be having such an effect at the moment.

to recognise both the changing international division of labour and the growth of output in
developing countries until we have been forced to face them with the collapse of our own
industries. We have failed to exploit new information technologies and we have failed even

add in currency instability and growing political instability in the world, it is not difficult to see
that stable and high rates of growth are not things to which we can look forward during the
coming years.




Let me round off what | was saying about manpower forecasting. | do not think that | am
denying that it is possible to do that kind of detailed analysis of your own requirements, but |
do think that the basic approach was somewhat misconceived. Rather than looking to that
kind of approach to give detailed quantitative predictions of how many people are wanted
here and there, it is much more important to see it as a tool both for giving guidelines for
internal policy and for identifying the types of imbalances that may exist in relation to which
actions can be taken. We really need to develop models, whether formal or merely con-
ceptual, which reflect the inter-relationship between demand and supply of labour. We need
to develop our capacity to vary the ability content of jobs in order that we can make this
matching of demand and supply.

This is a responsibility very largely of companies in terms of what they can do to deal with
their own employment and staff requirements. It is very much in their own hands to redesign
the types of jobs they have so that they are able to exploit what labour is available, and not
simply say what they would like and indulge in wishful thinking, waiting for people to turn up,
people who never come. That is the first question.

The second question concerns overall employment prospects in the EEC. | have already sug-
gested in very broad terms that the outlook is not very good. We should be aware of the diffi-
culties of looking ahead to 1985, and beyond that to 1990. A colleague of mine once wrote a
rather nice paper in which he started at 1900, 1910, 1920, 1930 and 1940, and he said, ‘‘Had
| been alive then what would | have failed to predict?” He would have failed to predict two
World Wars, the slump and so on. You should be very careful about looking that far ahead.
But in broad terms it is clear that we will not easily get back to the employment levels that we
had in the 1960s. There are various forecasting attempts to look, say, up to 1985. The most
optimistic ones seem to assume that we will not reduce unemployment during that period.
Many forecasts assume that unemployment will carry on rising — not quite at the rate in the
last year, when there has been another big jump in unemployment in all Community coun-
tries (and particularly in Britain). Nevertheless, the trend will be upwards rather than stable,
and it is unlikely to be downwards.

Of course, the level of unemployment very much depends both on world demand and world
events and on policies. We see in the paper today that at the EEC summit yesterday a big
row has broken out about whether or not EEC governments should individually or collectively
reflate. This is now on the agenda of the prime ministers, but three weeks ago | was in
Luxembourg when it was on the agenda of the employment and economics ministers. James
Prior and Geoffrey Howe sat there and had to listen to a superb speech from the new
economics minister of France, Mr Delors, when he expounded another view of employment
in the overall context of economic policy. It was a very challenging meeting and | am sure
that the same could be said of the summit meeting, but this is now the number-one political
issue in terms of domestic politics. It may very well determine the pattern of employment
over the next five years. So we cannot just look in technical terms at how employment will
develop, we have also got to look at the political climate; whether governments have the kind
of will to change the situation that they are in; whether they are prepared to take the harsh
actions that are needed; whether they are also prepared to have the confidence to stimulate
their economy.

So in terms of overall unemployment levels, the future is very uncertain, and even on the
most favourable outlook it is not very encouraging. However, there are two aspects of
employment development where we can be much clearer about what is likely to happen.
This concerns on the one hand the composition of the labour force, and on the other hand
the structural, sectoral developments in employment in our economies. In terms of the com-
position of the labour force, | should perhaps say that although we recognise that unemploy-
ment has gone up in the EEC from around 3 million in 1973 to 6 million in 1976, and to around
8 million this year, during the same period there has been a certain increase in employment.

=~




i ' illi 102 million mark, and
Employment in the EEC is really very stable, around the 100 million to ;
it hgs been like that for some 10 years. Nevertheless, between 1977 and 1980, employment

actually rose by 2 million.

The explanation for this overall increase in the labour supply is normally put down to the
youth bulge — the shadow effect of the post-war baby boom. We are so accustomed to all
the political concerns about waste, alienation, violence'and the rest, that we tend to see
youth unemployment, demographic changes and increasing unemployment as all part of the
same package, so that the youth problem is seen to be part of the_ cause of the overall unem-
ployment problem. In fact the number of young people entering the iabour rqarket has
increased in all EEC countries. The patterns vary a little between countries, but in general
the trends are very similar.

But much mcre remarkable than that has been the rapid and continuous inqregse in female
participation rates in all the EEC countries. Of that 2 million net increase in JOb.S between
1977 and 1980 in the EEC, 90 per cent of those jobs were taken by women. It is this develop-
ment which has carried on right through the recession. There have been all sorts of
explanations tried and models developed to try to see how female participation varies with
changes in the economic situation, how this relates to family size and so on. But none of
these attempts has done all that well. The end result has always been a figure of continuous
increase in female participation. It is not clear if this increase is despite of or because of the
economic situation, but certainly it is a very strongly determined trend. So that is one of the
base facts that we need to take into account in looking at employment trends over the next
five to ten years.

Another aspect is the structure of jobs in terms of sectoral structure of employment. Here
again there are some very long established trends. They are rather broad and it does not
always help you very much to know that an industry in terms of parts of industry or parts of
service are declining or increasing. Such trends do not necessarily relate very closely to a
product or a service that is being provided or to a particular company’s needs, and they do
not relate that closely to particular types of job and particular skills that you may be looking
for in terms of recruitment and hiring. Nevertheless, it is very striking how, right through the
recession, the long-term declines in agriculture and the continuous increase in service
employment have taken place. In fact the increase in service employment is also related to
increase in participation of women. Over the last five years the level of employment in the
service sector in the EEC has gone up by some 5 million to 6 million, this even during the
period of recession. So we now have a situation where industry employment is around 40
per cent in the EEC, services around 50 per cent to 53 per cent, with agriculture accounting
for the remainder. '

Although it is not quite clear what ane can do with that information, it can be useful if we look
at the situation in the United States where we find that their level of employment in agricul-
ture is half that of the EEC, and their employment in industry is down to 20 per cent as
opposed to our 40 per cent. This certainly gives an indication of the path along which our
economies are likely to be heading, and on which we might want them to be heading if we
want them to follow the United States’ pattern.

So those are some of the stylised facts about the likely development in the structure of
employment in the cominlg years. They are very uncertain and | think that it is a much better

First, there is the problem of youth unemployment. Here the big question to my mind is
whether one sees this as an isolated problem to be dealt with by, for example, compulsory




voluntary work, or whether it is simply a symptom of a wider problem that needs a wider
solution. Certainly the policy line that we have developed in the EEC is that there is need for
a much closer relationship between education, training and jobs. There needs to be an inte-
grated policy approach by governments, and this needs to be linked up with adult education,
with retraining, with all the concepits of lifetime learning and all that that means. It is a very
bad approach to put lots of effort into keeping young people off the streets, as it is called,
rather than into developing the types of systems which will incorporate them and integrate
them into economic life for all of their working life.

The second issue is women’s employment. This is perhaps not seen as such a big issue in
Britain as in some other European countries, partly because there has been such a high
level of female participation in Britain. But in fact that high level is slightly deceptive because
although a relatively high proportion of women work in Britain, they tend to work relatively
short hours. Thus the actual volume of work done by women in Britain is not so different from
that done in some other countries where there are fewer women working but those who do
work work longer hours. In many ways this greater participation by women in Britain has
been of a rather special kind, with part-time work and more casual work. The greater
flexibility of the British labour market compared with that in other countries where there
tends to be rather more rigid institutionalisation has given women a greater involvement in
work, but when you look at it, that involvement is a secondary one — it is certainly not an
involvement of equality in many cases. This is a very big issue within the Commission and |
think that it will become a much bigger issue in Britain.

The third issue is consultation and the trade union movement. | know that you have your
problems within the computer industry. There are some companies that seek to solve their
problems by not having trade unions. But as computers move out into other industries which
are heavily unionised, then you run straight into all the questions of consultation and involve-
ment in decision making and the factors which determine people’s working environment.
Some of the issues that arise are whether technology agreements are the right way of
coping with rapid technological change; what is the appropriate stage at which to involve
trade unions; what sort of information should they be entitled t0?

You may have heard of the draft directive on information by multinationals that the Commis-
sion has tabled for the Council of Ministers, requiring multinationals to give much greater
levels of information to trade unions in their subsidiaries. The world is changing very rapidly
in that respect and | think that companies should always bear in mind that this is the way that
things are going and it would be very foolish to attempt to stop the tide.

Another major issue concerns working time. Again it has been an aim of the trade union
movement for many years to reduce working time. They would claim that it is one of their
major achievements. In Britain the debate is a little muted. There has been a strange kind of
position taken up where trade unions have been rather keen on defending long working
hours. | think that they have got themselves into a vicious circle of long hours, lower hourly
rates of pay and low productivity. The three become self-supporting because the low pro-
ductivity therefore justifies only lower rates of pay, and the need to earn an acceptable
income means that you have to work long hours to do it and the system becomes self-
supporting in that sense.

| can recall two or three years ago promoting ideas for drastic reductions in levels of
overtime working — and Britain is one of the countries which has very high levels of over-
time working — and the TUC was strongly cpposed to it. It certainly did not want inter-
ference from Brussels even though it was at the request of the European Trade Union
Confederation. But now you may have noticed that the TUC is about ready to launch a big
campaign to stamp out overtime. They have realised that 2.5 million unemployed is inconsis-
tent with the persistently high levels of overtime working in various sectors of the economy.
So | think that one can look to very big changes in limitations on the use of overtime.



We prefer to talk about annual working hours rather than the working week, partly because
we recognise that a lot of the improvement in working hours comes from fonggr holidays
rather than reductions in the working week. At present, it is not quite clear what will happen.
Annual working hours have been dropping by about 1 per cent a year for a long time, and
maybe they will just carry on dropping by about 1 per cent a year. There i, however, a lot of
political pressure, particularly because of the high rate of unemployment, to bring aboqt a
more drastic reduction. That may or may not occur, but | think that the 1 per cent reduction
is likely to carry on as it has done in the past.

Another issue, which again is related in part to women’s work but also takes on a broadler
aspect, is part-time work. The Commission has been pushing for the removal of legal dis-
criminations in the area of part-time work. Part-time work is carried out 90 per cent by
women, but there are a number of factors there. In the United Kingdom in particular there is
a dual labour market situation, with women working in part-time jobs, particuariy married
women without social security coverage, and men doing full-time jobs. There is very active
discrimination in that sense. It is a very hot issue with women’s groups and it is not quite
clear which way all this will go. The more far-seeing or broad-minded see this as part of the
process of changes in patterns of working relationships, with men taking more of a role in
the home and women taking more of a role at work — more of an interchange and sharing of
work both at work and at home. One of the first steps along that road is to drive out discrimin-
ations which encourage part-time work only for women.

Another issue in terms of working time, which may be of relevance to your particular con-
cerns, is the guestion of shifts. There are a number of companies on the Continent, in
Holland, in Belgium and in France, that have moved to fifth shifts with the step reduction in
working hours that that implies. There could well be some major developments both in terms
of shift working and possibly in terms of night working over the coming years.

We have a far more uncertain world to face in the future than in the past. | think that we will
have to look much ‘more closely at labour supply and the abilities and capacities of the
people we are seeking to employl rather than just looking from the other end at the type of

It is important from your point of view not just to see this as somie nasty, unhelpful tendency
but to see it as something which you can react to creatively by making your own views
heard. In the political world it is very important to make one'’s point and be heard. The trade
unions are doing this all the time and | think that companies could be much more vocal in
reacting to political initiatives. Provided that companies recognise the gravity of the overall
problem that is being dealt with and the reason why there is political concern, | think it is pos-
sible to have a big influence on what sort of political decisions are taken. Poiitical decisions
can then be to your advantage, which is preferable to having decisions imposed from the
outside that make life even harder than it no doubt is at the moment.
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SESSION B

CREATING THE RIGHT
SOCIAL ENVIRONMENT

André Danzin,
President Association Frangaise pour
la cybernetique economique et technique
and a Member of the Club of Rome.

André Danzin started his career in 1940 as an industrial research engineer. He was
successively head of the research laboratory, technical manager, and the general manager
of the Compagnie Generale de TSF (CSF). In 1967, when the two most important electronic
companies in France merged with each other, he became vice president of the newly
formed Tomson CSF. In addition he was then appointed as president of FININFOR which, on
behalf of the CGE (Compagnie Generale d’Electricité) and the Tomson Group, manages their
interests in Cll (a company created by the “‘Plan Calcul”, later merged with Honeywell Bull).
In 1972 he left private industry fo manage the IRIA (Institut de Recherche d’Informatique et
d’Automatique) — the research and development agency attached to the Department of
Industry.

From 1975 to 1980 André Danzin was president of CERD (Comitte Europeen de Recherche
et de Developpment) in Brussels. He is now president of the AFCET (Association Frangaise
pour la cybernetique economique et technique) and president of I’AFDA.

Mr. Chairman, | would like to thank you for associating me with your projects and for asking
me to participate in this conference. | believe that you wish me to look into the future, using
tools which are as pragmatic and as objective as possible. | therefore thank you for giving
me the chance to make known the ideas that | will now put forward.

Ladies and gentlemen, | am not the author of the works that | am going to talk about. They
are the results of a series of conclusions obtained within the framework of the French Plan,
where the Plan Commissioner had asked me to preside over a range of meetings which
examined French Society and Technology. This range of meetings should clarify the next
seven year programme. The Socialist programme draws many of its conclusions from these
meetings whereas the request for the meetings came from the previous government. The
results of these meetings led to the publication of a book by the ““Documentation Frangaise”
entitled La Société Frangaise et la Technologie (French Society and Technology). But,
French society is also a European society and in working on France we have certainly
worked (at least as a reference) to progress a certain number of ideas concerning Europe.

| would like to say that our analysis essentially concerns countries which form part of the
industrialised and developed world, where the real problems of man are perhaps
demographic, and a disparity exists between advanced societies and others which have
remained relatively behind.

When talking about the transformations of our own society, | mean the Western society
which includes Japan. This represents today about 16% of the world population and will
represent within less than 50 years, just under 12%. Our superiority of equipment and
utilisation of telecommunications is infinitely greater than that concerning the sharing of
wealth or food. Usually we talk about the disparity between rich and poor countries. It is
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important to know that more than 92% of all telephone equipment is mstal_led in developed
gggntries, more than 95% of computers are in the North, and less tha_lr) 5% in the South. The
same holds true for database systems. This means that the malnutrition and lack of wealth
and purchasing power, often criticised, is nothing when compared to the_ lack of communi-
cations equipment, information and education. | will come 'back to this point later because it
seems to me to be important, and is destined to be a major influence over the next few years.

| apologise for being egotistic if | concentrate on what is going on in our most developed
countries and particularly in a country such as France. In doing thrs'r will often compare wsth
the evolution taking place in the United States. In order to remind you of the fantastlc
progress of technology with which we have lived during the last twenty years, | want to give
you two view-points.
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technological systems have developed and improved rather like the development of biologi-
cal species in prehistoric times prior to the appearance of man. | emphasise the role played
by luck in scientific discovery because this has two consequences. First — a humbling
thought — the role of chance will again play its part in the technological evolution of the next
20 years, in the same way as during the last 30 years. There will be technological and
technical surprises in just the same way as during the last 30 years. And secondly, if there is
no freedom for luck to play its part with respect to a research policy, if we leave no freedom
for *“natural-selection” to occur (i.e. the market), no advance is possible, because we
proceed against the natural way of things. | have not the time to develop these two philosophi-
cal aspects, but they seem to me
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The second slide shows another technological phenomenon that you certainly know, but it is
a prodigious one. This is the progress which has taken place concerning the carrier which
allows telegraph and telephone transmission to take place. We have evolved from voice
channels and very slow telegraphic transmission to the possibility of having telecommuni-
cation channels of several thousand millions of bits per second. We will see a real fall-out of
practical applications based on telecommunication satellites and fibre-optics.

We lived through these phenomena of society perhaps without realising their depth. | want to
try to analyse with you the internal forces involved (and which are working at this very
moment) in order to give a sort of new cultural answer to the transformation of the environ-
ment by machines and mechanical tools, but above all by the intellectual mechanism. The
latter is the most important and it is the way of working on texts and abstract symbols,
thanks to electronics, computers and telecommunications.

First, | want to talk to you about work. The previous session has shown you that employment
is our main preoccupation. \We ask ourselves, without much real hope, how we might correct
the supply and demand of work which no longer strikes a proper balance, and which forces a
number of able-bodied men and women to be without work. Here, there is an essential
phenomenon which has been clearly exposed by the works of the M.I.T. (Ministére Intérieur
du Travail) where MM. Marc Porrats, Mashlott and Parker tried to identify those jobs which
uniquely concern working on information.

On this diagram you have an analy-
sis of workers in percentage terms
taking into account the services Working population breakdown (USA)
and jobs involved which strictly
concern working with information.

70

Teachers, design engineers, o \
researchiers, lawyers, the clergy, 501 eIt
solicitors, bankers, insurance o, 40

agents, etc. are only working on 0] A

data processing. We know that ol
there has been a great decrease in ><‘

agricultural work, but perhaps we 4 Al
have not realised to what extent SRR T L
there has been a transfer of
workers from agriculture since the
war. In industry and in the service
sectors people do not touch the things that they talk about and they never see the products
of the symbols that they process. They work on figures or on letters. Those who only work on
information represented about 15% of the working population at the end of the last century
and, accordirig to Porrats in 1970, in the United States there was suddenly a rapid increase
up tc about 50% of the active working population.

Information work is in some ways abstract. It is a phenomenon well known by computer
people when we look at how our work is divided between software and hardware. In the
beginning, around about 1955-1960, the expenses for hardware formed the largest part.
With the automated manufacture of microprocessors and electronic components, the price
of hardware has become smaller and smaller and it is the software that has become expen-
sive, giving a cost of more than 85% which is concerned explicitly with abstract work. From
the previous figure, you will see that we also have a general movement from material to
abstract work. It is a kind of generalised software concept.

This fundamental phenomenon, concerning Western societies, is completely different from
the agricultural age, from rural and industrial societies, with respect to the type of society
into which we are evolving — a society where the essential, unlimited raw material is
information.
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To recap — the industrial society, the consumer socigaty whose motives are often denoun-
ced as essentially materialist, seems to be giving blrth to a society turned towards the
abstract and perhaps the “civilisation of the mind”’. We will progress towards a social organ-
isation something like the Appollo mission where there were two people on the moon who
were assisted by thousands of people at Cape Canaveral workujg on daj[a processing equip-
ment. The industrial factory of the future, automobile productlo'n, textile production, elec-
tronic tool production will be driven by machines. Robots will perfor‘m the necessary
material work, supervised by a small number of men and women. There will be an enormous
amount of preparatory work on data processing, and a great deal of work for supplying pro-
duction to customers who must also be educated to receive the results by data processing
methods.

In France, a study has been undertaken in order to better understand the situation in the
Paris area. You know that Paris and the suburbs include, unfortunately, the largest part of
the intellectual and data processing work undertaken in France. In the Paris area, which
contains 20% of the French population, 68% are working on information processing and
only 32% are really working with their hands — touching the things that they are making or
selling or driving. This means that two increases in productivity will become important.
Firstly, an increase in productivity by using robots as a substitute for the actual work done
with tools, nowadays especially performed by immigrant labour. Secondly, there will be a
greater increase than forecast a few moments ago in the area of office automation.

This will lead to the problem of the value of work, and we must consider perhaps that during
the next few years, work will become a more precious thing. It will certainly have a different
character than that at present, and it will perhaps have other values applied to it. | remind
you that, throughout the history of Christianity, work has been successively (and sometimes
simultaneously) linked with a punishment — ‘““You will labour by the sweat of your brow’’, —
work was linked with blood and tears. And there was another trend, work acting as a sort of
redemption. Work is considered as a source of social standing, as a ‘“fount of honour’’, and
as the principal reason for life where one gives the fruits of ones labours and takes part in
the advancement of mankind.

We have a most beautiful thought from Pascal which was recently used by Hans Klung in his
book Does God exist?. Pascal said during the 17th century ““Nothing is so unbearable for
man than living in complete idleness, without passion, without business, without
amusement, without things to do. He feels his nothingness, his surrender, his lack of power,
his emptiness. Unchaste, his soul will reflect the boredom, the blackness, the sadness, the
rese_ntment, the despair." In the feelings expressed by Pascal there is, perhaps too much

true when we talk about information. Information is an unlimited raw material which
increases in value as it is processed and increases the need for jts communication as it is
stored and exchanged.
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So, there is, with respect to work values, much hope. Probably a new type of civilisation will
emerge where the major raw material (but this time unlimited) will be information, and con-
seguently we shall discover that, in spite of our enormous capacity to increase productivity,
there will be a large requirement for work because we will have a very large need for infor-
mation. By information | include knowledge, education, culture and probably spirituality and
happiness in an aesthetic sense.

In the meantime, we are in a transition period and we must think about this transition which
will be indisputably somewhat painful. There is certainly a problem concerning the division
of work and that is the reason why the French Government rightly or wrongly believes in
work sharing. This means a reduction of the working week to 35 hours and the introduction
of early retirement, perhaps at 55. To me, this seems like an experiment without forecast-
able results, because there is a double contradiction between the fact that we reduce the
work and at the same time, and in the same period, the human population will increase by
several thousand million people. In order to supply man’s needs, it would be necessary to
increase the number of mines, schools, hospitals, factories, etc. It is somewhat paradoxical
to think that the working week is going to be reduced to 35 hours when a great effort will be
necessary to reduce the inequalities which exist.

But there is another objection which presently dominates the discussions between the
French business community and the trades unions who are supported by the Socialist
government of our country. The fact is that, as employment tends towards information pro-
cessing, the investment necessary to provide that employment becomes quite considerable.
With office automation, a secretary’s job will represent an initial investment of 35,000 to
50,000fr. whilst a secretary working with a simple mechanical typewriter represents an
investment of only 3,000 or 4,000fr. Consequently, there will be a large investment in
equipment, and how can we earn a profit on this significant outlay if the tools are only used
for a small number of hours per week?

This requires, therefore, a reform of the distribution of the working hours in order that work
tools can run for say 168 hours a week, but that their servants work successively 35 hours at
a time. The same thing applies to weekend work for which the Saturday and Sunday have
become sacred in France, as in the United Kingdom. To encroach on the weekend may
seem senseless from a social point of view, whereas from a financial viewpoint the industrial
conditions would require work without stopping, day and night, Saturday and Sunday. There
is thus an extremely difficult problem to be resolved.

The second possibility besides the sharing of work, is that a new notion will develop of the
creation of amenity work. The idea is not to leave man alone with the machine, not to create
a world that is purely mechanical, but to create jobs like guides — i.e. people who explain,
such as teachers, supervisors, security personnel, even to the extent that these jobs may
seem to be not strictly necessary. They will, however, help to make the working environment
more humane and will help instruct the different users in order that they never feel lost with
the machines.

| believe that the experiments carried out in the area of database systems prove that the
systems may be operated by anyone who can use a keyboard. But, when an operator is
allowed to intervene in order to help the person making the enquiry, the operator
immediately feels much more at ease and wants to use things of which he was previously
afraid. Thus we must create jobs concerning communication.

The third kind of notion of work is that of freetime. Taking into account the influence of work
within the “‘black economy’’ (where in Italy the internal wealth has not really decreased,
whereas the industrial activity has decreased over the last 8 years) we are obliged to recon-
sider the statistics and admit that such clandestine work represents a minimum of 10% of
the gross national product (experts think that it is probably more than 15%). A kind of
“Underground Society” is thus growing up, manufacturing and producing goods, exchang-
ing and selling them outside of the normal commercial and tax processes. This is a sort of
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proof of the need for freedom to work in one’s freetimg for oneself, and to perform those
tasks which cannot be effectively undertaken by administrations or big companies.

In the Eastern bloc countries, the need for such work really exists. The gommunist regime
has never succeeded in ending this “‘black’’ work and perhaps they consider it to be a good
thing — although that is not official! When | was in Georgia, someonle.told me a story about
one Russian asking another, ‘Do you know how we can earn our living by doing only one
job?". The reply came back, ‘It is impossible to know, nobody has ever tried!"’

In other words, there is a need for the development of work to be performed in one’s free
time. The solution is not to support all forms of this clandestine work, which would involve
some dangerous exaggerations, but to give a more institutionalised response. We may think
that the development of an economy will occur without a role for middlemen or a merchant
class. The commercial economy that existed before the 19th century — and which still
exists in developing countries — is such an example.

Finally, perhaps “‘telework’’ will help save the large amount of time and cost involved in daily
travel and transport. In the suburbs of Paris, the average time lost in daily travelling is about
two-and-a-half hours per day. If the place of work is brought nearer to the home, we would
gain one-and-a-half hours per day. It is better to do this than to reduce the hours of work from
45 to 35 hours per week, and it gives more free time.

Above all, of course, man will be the principal element in the improvement of productivity by
his capacity to use the right tools and as a result of his education. This discussion of work
and its evolution brings us to the major topic of transforming society — education, including
further education and apprenticeships. But before | move on to this topic, | want to show you
some graphs which demonstrate that this phenomenon of time management has become a

The graphs shows (in thousands of
hours) the amount of hours for
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The most important phenomenon shown on the chart is the variation of the amount of free
time for activities other than work. This free time has to be reduced by the time taken by the
physiological needs (sleeping, eating, and rest), which comes to 1014 hours per day. Thus
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with a further 2%2 hours per day for commuting, you can see that along with the vastly
increased retirement period, this variation is one of the most important phenomena of our
civilisation.

Urbanisation is an important problem for our society and leads us to waste a great deal of
time that could be recuperated by telematics or by working at home using *‘‘telework’
systems installed in well organised areas — such that people could meet each other in new
workplaces, but near their homes. They could still work with their bank, and insurance
companies, etc. and in all it would be an important saving in time. Time management thus
becomes one of three great problems. There is no possibility of killing free time. It thus
becomes necessary to use this free time — but in what way?

It is important that free time be devoted to human aspects rather than to material things,
because man'’s principal wealth is his own free time. We know that his time is more limited
by death than by economic factors, so it is most important to teach man how to use this time.

This time will be used for consumption. The new man will need a new type of education and
our Plan Commission has noted three major faults in the present education system.
Education is conceived as something given to a child or to a young person and which forms
his stock of knowledge to be used during his life-time. Well, it is impossible to define the
necessary programmes. The amount of knowledge available is so large that it is impossible
to choose them. It is also impossible to transmit future knowledge, of course. Teachers
transmit the knowledge that they received from their own teachers. Thus, they give infor-
mation to children in 1981 which they received in 1960 — and this is to equip management
for the year 2000. There is a profound anachronism concerning the mechanism of know-
ledge transfer which is connected to the past. Lastly, there is a gap between school
education and television or radio, between the English or French classics learned at school
and the discovery of the moon, space explorers and other reports as seen on the television.

This gap is such that school still does not seem like something where children are educated
for the real world. Consequently, the whole education system needs to be re-thought in order
to replace the basic idea that we should receive our stock of knowledge at school. It is
wrong; we need to learn how to learn and after this, one’s life will become a continuous
apprenticeship. We have a fine future before us, a future where the adult will continue to
learn so that he can constantly charnge his profession — and also use his free time properly.

You can see that this notion of continuity extends to information. It is necessary that the
information provided by the media be one of several channels of education and not in
contradiction with formal education. So if we consider educatior over a whole life-time, we
see that there is no longer a problem of choosing the subjects. If we think of a continuous
education of school, apprenticeship and further-education, we must think of a significant
reform of the educational structures. If we believe that there is also a link between education
and information, the whole information system needs to be re-thought. In Japan, just over
7% of the gross national product is spent on education, whereas in my country it is only
4.3%. This means that the educational investment of Japan is 50% higher than in the Euro-
pean countries.

In Silicon Valley, and even in the Japanese firms having the best results, the amount of the
time spent on further education is equivalent to about 6 weeks per year. A little more than
10% of a career spent with Mitsubishi (or others) is consecrated to education, which must
cover cultural, financial, artistic, aesthetic and spiritual communication. Over a career last-
ing 35 years, a Japanese manager will receive 4 years further education. | therefore leave
you to compare that with what happens in Europe and as to whether there is not some action
to be taken — and quickly! It will not be possible to modify society to deal with information if
no major effort is made in the field of education.

| want to talk to you now about non-commerciai activities. Some mass production will
become more and more automated. This production will need extensive international
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markets to be generated. The microprocessor is an example of an object that may be
produced in rargge volumes at a very low price. But it needs a very large market, which is ata
minimum the equivalent of the American or Japanese market. Of course, Europe has just
succeeded in dividing its territory into states which represent a maximum of 60 million
consumers, each consuming half as much as in Japan. Thu_s it is not posable to compete in
the field of mass production when a large enough market is not available.

For such mass production, the labour tasks and the middie-management tasks WI_H certam'ly
be most unexciting and it is not possible to forecast whether man will find real enjoyment in
this work. However, when we are working on information, it requires a mental effort' rather
than a muscular effort, so perhaps there will be a positive change in the interest provided by
work.

We may, however, hope that the increase in free time provoked by automated Qroduction
will constitute a sort of compensation for the lack of interest. We can forecast (with a large
question mark) the development of new structures, the organisation of non-profit-making
associations, “‘black’’ work which is allowed, and the development of flexible work-shops —
sufficiently flexible to be used by a small number of people and yet still remain competitive.
With further research in manufacturing, it will be possible to manufacture at a low price
thanks to computerised tools. You can therefore see that if the development of these non-
commercial activities takes place, there will be a convergence between advanced and
developing countries.

| want to say one or two words to you about something that seems to me to be essential, and
which is a result of this whole thrust towards information. It explains a lot of the worries and
the problems with which we have to live, and will have to live with for many years — with or
without success. In fact, what we are living with now is not so much a thrust towards infor-
mation, it is a movement towards complexity. A complexity of our society which continues
the evolution process that we have had within each geological period.

Biology shows us that there is a constant increase in the complexity of a biological system
— from ’ghe monocellula( to the vertebrate, from the primates to homo-sapiens. Man, by his

But we live within this complexity and we must manage it. The great temptation, the great
dictatorial, political temptation which threatens us continually, is to deny this complexity. If
we break up the complexity by insisting that decisions be taken by a small group of people,
we constrain the liberty of the others simply because things had become too complex.

We would only know how to treat problems by simplifying them. The scientific and technical
response, even the spiritual and human response, is to admit that this complexity is a
positive quality and within this complexity resides liberty which must be increased, not

this complexity. | think that the answer is probably in combining free “micro-regulated”
systems with ““macro-regulated” systems which are determined by the state.
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A crude analogy would be the individual human cell and hormone regulation — a sort of
“macro-regulation”” — of the body. The latter does not involve the brain, which is involved at
another level of regulation. The different levels of the human regulatory systems are very
complex and there are many of them. Today, in spite of the enormous progress in biology we
still do not know them all and therefore we cannot control or manipulate them. Nevertheless
| believe that, if a group of computer experts could work together using biological systems
as a basis, along with their knowledge of large operational commercial systems — where
we must define the levels of “micro and macro-regulation” — an advance could be made
over our present knowledge.

To conclude this subject, | want to mention something written in *‘Le Monde’’ by Jean Voge,
Chief Telecommunications Engineer. He said that the technologies of energy have been
those of a large society and have concerned its production, its consumption and its media.
The information technologies could be those of a "‘confederate’ society made up of groups
of locally co-operating small companies — a society of micro-societies independent and yet
co-ordinated, but not forming part of a pyramid-like hierarchy. Stability and cohesion would
be assured by the elements of common interest and by the sharing of profits rather than by
means of some central authority.

The difficulty is that we don't know how to transmit these concepts to people who are not
scientists or technicians, who do not have our jargon or logic. On the other hand, we cannot
be fully aware of the complexities of the problems of man-management, in particular with
regard to national or international politics. But amongst the ideas that | have spoken about, |
am sure that there are topics that will generate much political discussion during the next 20
years.

Another specific characteristic of this information society is that it may no longer be
national, but must have an international character. The ubiguity given to man by telecom-
munications satellites, computer networks and database systems which are accessible
everywhe