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T. LAKY

ATTACHMENT TO THE ENTERPRISE IN HUNGARY

SOCIETAL DETERMINATION OF ENTERPRISE INTEREST
IN DEVELOPMENT

The article is a part of a sociological study analyzing interestedness relations determining
the investment decisions of enterprise. An empirical analysis of 24 investment decisions taken

in 8 enterprises has shown a strong group interest in the development of the given enterprise on
the part of those in leading positions, which is integrated into a predominant group interest by

the forced attachment of executives. The article summarizes socio-economic and personal
factors bringing about this forced attachment.

In the course of a sociological examination of the enterprise decision pro-
cess* — aimed at revealing latent interest relations — our attention was drawn to the

persistence of enterprises in fighting for investment possibilities, and to the amount of

energy, diplomacy, manoeuvring, and use of official as well as personal relationships by
vhich executives** try to acquire resources necessary for developments.

*The investigation was carried out in 1973—75 as a subject of the Economic Research Institute
about development decisions.It was examined in eight enterprises, how important development actions
are initiated, who receive and what role in the organization in setting objectives, in the selection of
means to serve the objectives, i. €., which are the characteristic interests guiding the selections. Among
the eight enterprises there were preferred ones, large and medium-sized enterprises; pharmaceutical,
textile industrial, metallurgical, household machinery manufacturing, machine-tool manufacturing,
telecommunication and metal mass goods manufacturing enterprises (or factories (plants) with an
independent production line belonging to the enterprise but located elsewhere). The staff of the
enterprises covered by the examination ranged between 3000 and 20 000. (The enterprises do not
constitute a statistically representative group.) In the course of the examination we succeeded 1n a
comparative processing of the history of twenty-four development actions. Several methods were
applied in the examination: analysis of data characteristic of the development situation of the
enterprises, case studies processing the history of individual development actions, personal interviews
with about 100 leaders at various levels, and questionnaire investigation covering practically the whole
set of leaders (594 persons from general managers to heads of production units) of the enterprises.

*% ] aaders’” were considered all who belonged to the enterprise staff category of “leaders”,
except direct workshop leaders (foremen). According to their position in the directing hierarchy
leaders were classified as follows: I. (general) managers and their deputies; II. technical directors,
(chief engineers), economic directors, (chief accountants), factory directors; IIl. enterprise heads of
department; IV. enterprise heads of section; V. factory heads of section; V1. heads of production units
(factory, plant). In addition, leaders of political and social organizations were put into separate
categories. The present analysis is concerned mainly with leaders under categories II-VI; the special
interest components of (general) managers and their deputies are not treated.
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270 T LAKY: ATTACHMENT TO THE ENTERPRISE

“If an enterprise wants to develop, it will team up with the devil himself” — wz
given as explanation for their efforts by the head of the investment department of a
enterprise. And indeed, enterprises led fights with inventiveness and made surprisin

i

compromises. They were ready to postpone even development plans originally deeme:
urgent and important and to develop instead whatever that might be subsidised by one of
the higher authorities. Unable to get any money for its own development program
for most important, one of the enterprises carried on negotiations with several hij
authorities, prepared to go into any development project that would be subsid']
Among the possible actions there were: the purchase of a licence, computerization,
building of a high store-house, the manufacturing of a product belonging to the line of
another Ministry, etc. As the common opinion was formulated by the party secretary
the enterprise: “In addition to centrally decided projects substantial amounts are alloca
to various organs and these amounts are rather freely given. .. The clever leader
find out, for what purposes those amounts of money are preserved; and he is ﬂexibl,e‘}'
his conceptions.” To this was added by another leader: “We did not give up our &
development projects, just changed the schedule. We have to find side entrani'::
because 50 million can be tapped here and another 50 million can be tapped there. In
last year we succeeded in getting quite a few millions: the potatoes from one place
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the bacon from the next for a good soup”. E
The leaders of another company, soberly considering the situation and with a
to larger possibilities let their sectoral ministry prepare the whole development action.
| The preliminaries are not without interest: the earlier modest plans of the enter-
prise, requiring a lower subsidy, were rejected by the ministry, and the latter decided
itself by what volume production capacity should grow, i. e., what amount should
requested from the central organs. Why exactly that capacity was decided upon,
knew f.0r sure at the enterprise; market conditions and developments of the neighbo
countries gave grounds rather for a modest home investment. Yet everyone
enterptrlse refrained from going into these questions and thus risk the whole
revealmg_upcertainties. Instead, each enterprise executive became a co-operating
of the ministry fighting for larger amounts of money: they supplied the wanted
did as was required by the Ministry. o
- I-.ijther examples could be enumer
peculiarity”, really apt to describe the
teaming up with the devil: the fact th
from every possible source in one way
development funds as far as possible.

_‘_ﬂ;

[

-

ated, but individual examples are not, given t

LY

iy

strong and general character of the efforts readil

at every' enterprise endeavoured to obtain mone
or another, trying to widen the limits of their ow

,r'."‘._.-

T N
] 'fi_'rll. L
Y

w ‘ & Y g
Aol cl:laa:e;snet:f; tﬁe reasog for the necessity of developing anything, in any way,
| g even basic questions of profitabil; i vahilit cORE
Ing only that there shouy ‘ ; profitability and practicability,

. -I' r.

[l 2
19
3

i
LN
ol

- -
T .
i’ J
F.

S
204

ents have always been important for enterprise,sw,j_fa '

3 Iﬂ
¥
L

Way to main and side entrances leading to resources. ]

4 1"”
s .
) *,:"

»
.
¥y
b . i
.
1
]

Acta Oeconomica ] 7, 1976




T. LAKY: ATTACHMENT TO THE ENTERPRISE 271

the motivations are not new, either, altough certainly an important role is played in

today’s etforts by the contradiction between the interest in the continuous augmentation
of profits, and the increased centralization of investment resources.

Yet the profit motive in itself does not explain why enterprises are not content with

modest development possibilities, a somewhat lower pace, and the realization of really
important and well-grounded programs.

From among today’s motives for the strong and general development efforts one will
be described here, which has been revealed by our examination: the existence of a group

s

interest® rooted in the strong and often forced attachment of executives to the

enterprise. lhis phenomenon, with its present components, has become observable only
recently, since factors causing attachment as well as interest relations that are intertwined

with the profit motive now determinant in the development efforts of the enterprise
developed in the course of several years.

Attachment of executives

[t was clear from both interviews and data of questionnaires that the majority of
executives have been with their enterprise for 10—15 or 20 years and, although unsatis-

fied in many respects with their situation (e.g. less than half of the executives are
satistied with their income or the moral recognition of their work, and hardly over half
are satistied with their present professional perspectives, etc.), they would remain with
their enterprise, were they put before a choice. What accounts for their attachment, for
their loyality, in spite of dissatisfaction and in some cases even of grievances?

Before answering the question two statements must be made.

First: within the attachment characteristic of the whole set of executives the
situation of general managers and directors appointed by the Ministry differs in one respect
essentially from that of leaders at lower levels of the hierarchy. This is that they are the
“cadres” not of the enterprise but of the Ministry; their staying with the enterprise or
their leaving depends at least as much on the intentions of the controlling organs as on
other factors to be analysed. And, although the particular interests of the highest
enterprise executives in developments are quite well definable, we shall refrain from their
Specitfication in this paper.

The second statement to be made as a preliminary is that what we conducted was
not a so-called identification examination: this was not our purpose.** Therefore, we did

*Without touching upon the philosophical concept of “interest”, we use here the sociological
interpretation accepted by Soviet sociologists, in which “interest is an expression of an effort to
achieve something[1]. This formulation agrees with what has been expounded in several studies by /.

Pozsgai: Interest is the motive of reasonable actions and work activity, and the ordering principle of
satisfying needs. See &gl 2)s

**We have refrained for several reéson& First of all beca

use identitication (or, as it is also called:
satisfaction) examinations traditionally

belong to the area of psychology or soci0-psychology and
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279 T. LAKY: ATTACHMENT TO THE ENTERPRISE
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not start from individual aspirations serving as basis for “regular” identiﬁca.ti?n e m the
tions, and did not look for the extent of their fulfilment. Instead of examining

YO0 \ POt o |
tion between individual and organization, our efforts aimed much more at “identifyin
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the factors — in the formation of the group interests of a sociologically relevantf 2: pI
that of executives constituting the formal power structure of the organization — origir
ing in the organizational form i.e. the objective conditions determining the ,
situation. Our methods were to serve this aim: the use of the-items of the questionnai 1
the data collected at enterprises relating to the mobility and fluctuation of ex

and national statistics reflecting the real weight of phenomena. ' o

Our starting-point was that the many kinds of individual reasons for attach ~
the enterprise can be grouped in two large categories; the province of the subject
factors of attachment and that of the objective factors. (Objective and SllbjBCﬁV_ﬁi{i
are, of course, inseparable for the individual; they exist and exert their i '
mutually complementary way: strengthening or weakening one another. Also the caf
gorization applied separates the factors determining individual intentions and "
hypothetically, for the sake of analysis. Yet for the analysis the separation can be don
and 1is justified.) ,f

In this sense everything is considered subjective that follows primarily
personality of the individual, from his demands, and expectations towards the enterprise
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Income, atmosphere, etc. (E. g. the same job, management style, and the role as: Q
the life of the enterprise may be judged radically differently by individuals, depen'd;_ 1 pIC
their personal aspirations and expectations; what is quite convenient for one may be

7

unbearable for another.) Although subjective factors are widely responsible f
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attachment of individuals, we have not treated the “subjective aspect”, i. e. if somebo Spi
Is attached to the enterprise also because he feels well there, likes his work, is conte sen
with his 1:ole in the life of the enterprise, as well as with his income and the atmosp (Tt

| Ql?]ectrve are considered all such elements of attachment that exist independent fac
of indwidual intentions, as given conditions, which are common determinants of ,F ' . ent
ment for the whole group of executives. The groups of objective factors appearing
numerous combinations make it difficult, and in some cases render it iInposSiblé;?}fj 13
executive to leave the enterprise and work for another one. Thus it may be statf, the
I e
_ W | e 197
Z%‘_;“l’zg‘;:‘tasf:tezsucalﬂ’l psychological methods. Examinations of this kind carried out by Hunga |
© also rather of a psychological than of sociologi 1so m
5 _ gical character [3, 4, 5]. (I have also 1
together with Z. Endreffy — an identification ex [ Py i% i effe

amination among the specialists of two cyberne

institutes whose Tesults nave not been published.) And, although in exami the interactil
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frequent, IR ng specialists are quite well tested (these be .-
o:;l d o svms o th SHOH O A f9 keep this group), those to serve examil
caders as a group are rather uncertain. b T RN
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T. LAKY: ATTACHMENT TO THE ENTERPRISE 278

they force identification. Objective factors set individual aspirations against realities and
realities force individuals to compromise — instinctively or consciously — with given
circumstances and to accept factors otherwise considered unsatisfactory, such as the given
protessional perspective, income, and moral acknowledgement. They realize — instinc-
tively or consciously — that their own life and existence, income and career are closely

dependent on the life of the enterprise which they do not want to leave, since they
cannot, because of the existence of these objective factors.

Factors forcing attachment

T'hree large categories of objective factors which may be qualified as the most

important, will be presented in the following: 1. environmental, 2. organizational, 3. per-
sonal and family factors.

I. Environmental factors

In the given context the macro-structural conditions of the country are considered

“environment”. Three of these will be mentioned here as objective conditions directly
atfecting the attachment of leaders:

a) The organizational system of industrial production. From the much analysed
problems of the concentration of Hungarian industrial production [6, 7, 8] a few data will
be quoted only for reminder and introduction. Owing to the geographical, historical,
economic and demographic conditions of the country a situation has developed that — in
spite of a diversified industrial development — numerous industrial branches are repre-
sented by a single enterprise; certain products are manufactured by a single enterprise.
(There is only one rubber industrial, household refrigerator and washing machine manu-
facturing enterprise in the country, Hungarian ball bearing industry is represented by one
enterprise, etc.)

A few data: the number of state-owned industrial enterprises was 1427 in 1950,
1368 in 1960, and today it is hardly more than half of the 1950 number: 779. (And that
the concentration process goes on stubbornly in spite of so many known negative
consequences is shown by data of recent years; in 1970 there were 812 enterprises, in
1974: 794, in 1975: 779.)[9].

The given structure of industry may be — beyond its economic and other known
etfects — the most fundamental objective factor of the forced attachment of leaders. The
fact that a number of industrial branches consist of a single enterprise restricts very

strongly — in some cases makes impossible — any movement, first of all for qualified
technical specialists and executives with technical qualification. (Detail of an interview:
“There is no other place in Hungary where I could use my qualification. Wherever I

would go, I ought to begin everything from the start. But to stay in my own field I would

have to emigrate, because there is no other similar factory in the country.” — Head of a
Development Section.)
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274 T. LAKY: ATTACHMENT TO THE ENTERPRISE

The situation is made more difficult by the fact that in case two or several
enterprises manufacture the same kinds of goods (medicines, textiles, etc.), each has a line ';
demanding special knowledge even within the branch and their similarity is only apparent
(aluminium- and non-ferrous metallurgy, roller bearing and ball bearing, etc.). The |
conclusion is simple, as put by a leader, similarly with technical qualification: “The truth
18 that there is no real space of movement for us. Where there is metallurgy, it is not
better than with us. And non-ferrous metallurgy is not anywhere else, not even in 2
research institute, since there only aluminium is dealt with, and that is a separate branch,
not belonging to nonferrous metals. As a matter of fact, our special knowledge can be f
utilized only at this place.” ’

And, to make restrictions even more expressed: enterprises of similar lines or

producing also identical products make agreements between themselves not to take over
specialists from each other (telecommunication, pharmaceutical industry).

knowledge bound them strongly to their enterprise. And, though special knowledge binds 3
strongly first of all highly qualified technical leaders, the fact that there are only a few
industrial organizations renders movement difficult also for leaders of more “universal”
professions or jobs (economic, financial, material supply, commercial).

b) The “closed character” of the organizations. Earlier, in various centralization and
decentralization periods, in the course of changes affecting the structure of economic
control and management, and at the time of the introduction of the new system of
economic control and management in 1968 the set of enterprise executives always
changed a little. The large waves of organization (or their danger) took many from the
controlling organs to enterprises, and part of them back again, as well as quite a number
went from enterprises to higher authorities and, following this exchange, some movement
developed also among enterprises. After 1968 the exchange practically stopped, gates

“closed”. There is today but a slight movement among organizations. Every enterprise

makes efforts to have a set of leaders of “their own breeding” and takes a leader rarely
from the “outside”. _

This is a country-wide phenomenon. According to an investigation of the Central
Statistical Office published in 1964 110] 74,1 per cent of technical employees in directing
jobs at the enterprise level did not change their workplace between 1964 and 1969 (i.e. '
In 5 years), and 72,7 per cent of administrative employees with the same scope of

authority did not either; a further 19—20 per cent did once at most. (According to the

latest investigation; under publication 93—94 per cent of this group have not changed
their job since the Ist January 1973!)
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T. LAKY: ATTACHMENT TO THE ENTERPRISE 275

It is quite a general principle and is quite definitely asserted that only “our own
people” can be assigned to leading posts;and no leaders are brought in from the “outside”.

And indeed, at most enterprises gates are rarely opened before “strangers”. This closed
character — advantageous from numerous aspects for both enterprise and those “inside”
— entails also that an executive has seldom an opportunity to take a job elsewhere.

c¢) Housing conditions. Another environmental factor is housing conditions. It is
well known that the general housing shortage is a strong brake on migration. It is an old
phenomenon that those living in Budapest as well as those living in the country-side bring
themselves very slowly to change their job entailing a removal, even if the new job dffers
advantages. By their own will, “only’” because they do not feel well at their own job, they
would hardly go into a removal.

T'he executives of enterprises in Budapest and in its sorroundings are in a more
fortunate position form this point of view. Yet the place of residence may be a factor
working against the changing of a job even for those working in enterprises in the vicinity
of Budapest and living in surrounding settlements. (The centre of an enterprise in the
vicinity of Budapest is in a large country town. To the question whether leaders go to the
central positions bringing advancement the characteristic answer is: “No, but this has

mainly geographical reasons: most of the leaders here live in Budapest and they do not
wish to move to the country.”)

2. Organizational factors

The objective conditions originating in the macro-environment are completed by
ties rooted primarily in the micro-environment i. e. the organization or the fact of
belonging to a given organization. Again three characteristic organizational factors will be
reviewed:

a) Familiarity with the enterprise, routine. The largest sphere of leaders (67 per

cent according to answers given to our questionnaire) are tied most strongly by another
knowledge of about the same intensity as the professional knowledge: that of the enter-

prise, the manufacturing process, the people and customs, the everyday routine.
The interrelation is only too trivial: the more and the richer the knowledge obtained
at the enterprise and therefore best utilizable at the same place, the stronger the tie.

And the majority of today’s set of enterprise executives have been for long
accumulating such knowledge. At the enterprises under examination 82 per cent of
today’s leaders have been working there for over ten years, and within this the share of
those working there for over 15 to 20 years is very high: 65 per cent. The above-men-
tioned investigation of the Central Statistical Office indicates a similar tendency. Al-
though national data cover a much narrower sphere and thus only the tendencies are
comparable, it does appear that in 1969 56,6 per cent of leading employees with
technical qualification at the enterprise level and 55 per cent of administrative employees

In the same sphere of authority had been working at the same place for over ten
years[11].
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276 T. LAKY: ATTACHMENT TO THE ENTERPRISE

Knowledge accumulated in the course of long years and even decades is not easy to
give up. According to interviews a number of leaders received at least one possibility for

choice in the course of years: they were offered a job elsewhere, in some cases with !:

Py

higher salary (although these instances and the amounts mentioned may be “f 4
by memory). Yet very few left a leading post, particularly in the last 6 to 8 years: .‘é,}
two in each case, and much more owing to insoluble conflicts than to advantages available
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in the new job. g
The others stayed in spite of attractive offers. In the course of interviews they gave

grounds in detail for their decision. Of course, giving grounds ulteriorly is usually’

selt-justification; and perhaps one of the most handy and therefore most general explf"“
tion is the diversified knowledge obtained at the enterprise and utilizable there in the best
way. “A lot of things binds one here, the fights, the everyday work one has been doing

here for so many years. And human relationships. . . Long years help people to ge't’:
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Is not at all certain that it would be better in a strange environment.” (Shop-manager.)
b) Position reached and attainable. Another factor that ties one to the ’f'i-?f'

Is the position reached: the place occupied in the organization. As was shown by the data
of the questionnaire: the leaders questioned are discontented with many things, *”‘
per-cent are contented with their present position and 77 per cent are contented “?TE;:*
their career in the enterprise. (First of all, of course, those belonging to the three
lev_els of leadership: 94 and 93 per cent resp. are contented.)
e -.. :i" ¥

Most of the en ' ' . : <.yl
terprise executives became leaders at the given enterprise, which
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e tbat g 'a considerable part of cases becoming a leader was an actual step g
comparison with the earlier status. juy
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i T% ilb‘.elon_g to the set of executives means a particular status in rank, prestige,
o ponsibility, tecome, etc., and therefore even those are contented with their “leader’s.
o WP 10 now whose position is stagnating: they have been holding the same post
are like that; at every enterprise only :
steps forward in the leaders’ hi hv) i
F 6. . s, Is’ hierarchy.)
b Oervthiu r;llaj (;rlty the given enterprise is not only the scene of their rising, their hope
eHViI()nmerel?al u.rt-her promotion is also stuck to the place; and because ‘
conditions almost entirely. And that is the ambition of many. First.
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qualified By OSSM? fTOm every level. (And here we do not deal in particul
_ young .SREClallStS, many of whom would like to get a leaders’ oct brcki
owing to the rigidity of the p CRIS

AT

narrow circle of executives could make several

Lt AN
™ S A,
= e # - b
S22 2]
1 W § 4

w
L

Hungarian system of salaries, for them, too, it is a leading

post that would open up : . cadl
; perspectives. w : b Veaidle B L
income, etc.) 3P , wider professional possibilities, and promise largel

F5 | — i T > - .’

Acta Oeconomica_ 17, 1976

|||||
.....
L] 3



T. LAKY: ATTACHMENT TO THE ENTERPRISE AT

number of statuses, so that any inner reorganization and change are opportunities to do

so. It cap be pointed out with every enterprise that the number-of executive’ statuses has
grown nearly each year, even when production remained unchanged. The statuses are,
however, “occupied”, most of them for 10—15—20 years, since 60 per cent of the present

set of leaders are under 45 years of age. (According to the latest (as yet.unpublished) data
of the Central Statistical Office, the average age of the set ofdeaders — more or less of the

same scope as that examined by us, yet differently classified — is as follows: 46,5 years

with general managers and directors, 45,1 years with their deputies, 44,7 years with those

in the first category of technical-economic leaders, and 43,2 years with those in the
second category.)

Therefore, with an unchanged number of executive statuses, the chances of promo-

tion in leaders’ posts or of becoming a leader are slight. With the usual activity of the
enterprise, and with its given size something can be done: the number of leading posts can
be augmented a little, but, finally, the number of possible leading posts is rather limited.
Essentially more leading positions can be created only with certain conditions: conside:-
ably increased production, growth and development of the enterprise. “If the enterprise
grows, many people can enter the “inner circle” of the enterprise, which entails growing
income as well as other advantages. We were in difficult situations many times, and the
enterprise overcame the ditficulties because there were 20 or 30 people for whom the
tasks to be solved and expansion brought the hope of promotion” — this statement, made
by the technical director of a major enterprise, renders the relationship quite sunple and
obvious.

And it is also obvious that — with a few individual exceptions — for the majority
chances are better at the place where they are well known and counted upon, where their
promotion may be already envisaged in accordance with the consequently asserted
principle: the insisitence on a set of leaders of “own breeding”.

c) The income attained. Although, according to answers to the questionnaires,
leaders are least content with the moral and material acknowledgement of their work, and
we list the income attained among the objectively binding factors, the contradiction is
only apparent.

It is a fact that discontent with incomes is rather strong at every level of leading
posts. (The least, naturally, at the three highest levels: 63 per cent of those ai the top
levels are contented, while only 43 per cent of those at the four lower levels. Discontent

is highest among medium-level leaders: heads of departments of enterprises and of
factories.)

[t is also a fact that discontent shows more openly now than at any earlier time.
(Earlier it was either not held proper to complain, or complaints were formulated more
modestly. Yet discontent did exist. This was clearly shown by a survey of the Institute of
Economic Research carried out back in 1969—70. At about a hundred enterprises 250
interviews were followed by a questionnaire investigation of over 3000 leaders of various
levels. One item was concerned with the expectations of leaders towards their work,
sphere of authority, income, etc. — and the fulfilment of these expectations. Although in

4 Acta Oeconomica 17, 1976



278 T. LAKY: ATTACHMENT TO THE ENTERPRISE

the course of the several hundred personal discussions it came only as a rare exception ‘1
that somebody complained about this income, answers given to the questionnaire showed =
that the widest difference between the levels attained and those considered as deserved
existed in the case of income. As it was stated in the analysis: if it is examined closely, =
what the average Hungarian economic leader is contented with and what he is not, it will =
be found that his number one effort is to increase his income.) ]

Here we can dispense with the analysis of the reasons for discontent and, in °
comparison with whom and with what leaders consider their income unsatistactory.*

According to 1972 data of the Central Statistical Office [13] the average monthly
earnings of general managers and directors in the state and cooperative industry was Ft
7353, that of deputy general managers Ft 6424, that of technical and economic leaders in
the first category Ft 5721 and that of those in the second category Ft 4537.

Data supplied by enterprises show that in 1974 not only the general managers’,
directors’, and deputy general managers’ income surpassed Ft 7000 but — according to
classification of the Central Statistical Office — also that of technical and economic
leades of first category: the average monthly income of those in our sample was Ft 7300.
(The overall average monthly earnings of workers and technical and clerical staff was Ft
2903 in the state industry in 1974, while Ft 3107 in 1975. [14]. ]

Apart from the question whether this income is to be considered “high” or “low”,
leaders are aware that they could not earn their present income just anywhere. (Fragment
of an interview: “As head of department my monthly salary is Ft 5200, my income
amounted to Ft 83.000 in the last year. I could not get this income elsewhere, since e. g.f{
in this county there are only five such posts.” Or: “Earlier I was invited to teach at the_f
University. I did not go then, and now I am kept back mainly by financial matters. At the
University I would be a beginner only, which would entail a much lower salary than whatf*

I have already attained. I have children and cannot go back to such financial conditions.”
— Head of department.) i

Actual income is a strong tie, especially with those in the higher income categorie x
This is because, although they might find an activity with higher prestige than their actuﬁj

one (scientific career, university, etc.), but hardly any that would ensure also the incor 1e
already attained.

1
I'q. ]

1"

i
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L

L4
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3. Personal and family factors

le
I'wo objective conditions have been &
attachment: age and f amily circumstances =
a) Age According to the above o
Office (which does not differentiate ac -
9g¢ groups, giving only the aggregated data of leaders and staff) it is those between 2 :
25 years of age among technical and administrative employees who change jobs 1 au:l
*Causes are analysed in detail e g.1n [12] 0
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I. LAKY: ATTACHMENT TO THE ENTERPRISE 279

frequently (about half of those in the age group). Later this rate of job-changers is
gradually decreasing: 14 per cent of the technical employees and 22 per cent of
administrative employees in the group of 46 to 55 years, 10 resp. 15,5 per cent of those
in the group of S5 to 60 years. That 1S, over a certain age, people do not like to move.

According to the enterprise data of our survey the age distribution of the set of
leaders is the following: 17 per cent under 35 years, 14 per cent between 36 and 40 years,
68 per cent over 40 years. That 18, the majority of leaders is of an age when they prefer to

settle down instead of changing. (Fragments of interviews: “What is the explanation for

the attachment? It is partly age: none of us is so young as to want to change. We have
Spent a long time here.” — Economic director. “Between 35 and 38 years of age one dares

begin something, but is more or less aware that after that it is very difficult to begin
something new.” — Head of section.)

b) Family circumstances. It is first of all leaders of country enterprises for whom

Job changing is rendered more difficult by having a family. This is a factor acting against
movement and encouraging staying from several respects.

One characteristic feature is — and by far not only in country enterprises — that
several members of the tamily work at the same place. There are no statistics about

relatives very high. And that is a moderate estimation; at country énterprises family
connexions are presumably even farther-reaching. And for the leader whose wife or

husband, or child, i.e. a direct relative works at the enterprise, this is also a factor in
attachment.
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The interest-forming effect of forced attachment

Of course, the numerous kinds of environmental, organizational and perso
factors hindering movement do not equally affect the situation of each leader. Yet, in"
their totality they dominate as factors forcing attachment to the enterprise. A COI‘lSlde'fw
able part of the leaders cannot leave the enterprise and exchange it for another one. This

means also that their further career, income, and possibilities of satistying their profes-r
sional ambitions (to mention only the most general efforts) depend largely on circum-"
stances developing at the enterprise. i

[t is at this point that in part the individual interests rooted in attachment, and iu

part the dommatmg elements of the sphere of interests integrated from individual mto‘l
common “‘enterprise interests’’ become tangible.

In the given situation for most leaders security becomes one of the prlmary
Interests (which is not a common effort yet, only an identical one, resulting in szmzlar
behaviour). The effort to defend the position held in the organization and the coﬂcom-
itant social and economic prestige is not accompanied — under our conditions — by feaI
of losing one’s existence. On the contrary: according to our findings most leaders feel —
and justly so — that they are needed at the enterprise, their abilities and knowledge are
wanted, their person belongs to the life of the organization, and they would be hardly
replaceable on account of their routine and local knowledge. Their loyality, devotion m¢ "
responsibility in difficult situations are in a great part due to this consciousness. 48

At the same time, inevitably, most of them take care, consciously or 1nst1nct1vely,
not to jeopardise their position and not to get into insolvable conflicts that might force

them to leave. They go far to comply with given conditions, not to sharpen but rathe
avoid disputes, to take the least risk possible, and, instead of initiative and search for new
things, they restrict themselves to fulfilling instructions. As a matter of fact, for many o

them the desirable situation is if they are told clearly what to do, and are not expected to t

have their own opinion, since this might sharpen conflicts, while the reasonable condu
for them is to avoid conflicts. _-,E;

All this has been extensively supported by documents both
31tuat10ns and in the whole

._’

}

Jl.

in daily conﬂ;
system of decision-making on deveIOpments Leaders

Ituation are themselves aware of it:
themselves to new situations, the

it is. And I should add that the
because a higher position goes

“Leaders try to ada ﬁ’
y make efforts to find quickly compromises. That is h

higher the position, the stronger the conformism. ThJs
with a higher income level, which cannot be ensured

another place. It is good luck that our factory is not in the country-side, because 3{
R
chment; as it is,

even the flat would be an atta 1t does not come into account, yet v H
there is, is enough to lead to conformism (Head of section.) '

Further “If the
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for my family the same standard of living somewhere¢ else, and this makes one think it
over again. If one considers this all, the idea will be arrived at that a leader insists and is
obliged to insist for existential reasons on his position already acquired. This is such a
motive that, knowing it, he will try to avoid conflicts. By the way, what I have related

serves also as an explanation, why there are no disputes within an enterprise. It is worth

examining, up to what level disputes occur at all in enterprises.” (Production manager,
chief engineer.)

It is otherwise understandable that the majority readily leave decision-making and
the expressing of opinions to those “more competent™. Although in this way they can
less assert the interests of their own section and their individual efforts differing from
those of others, on the other hand, they will not jeopardise their own situation nor cross

common interests: those of the enterprise, within which they are searching for a future
promising wider perspective. (More excatly: the deep intertwining of enterprise and indi-
vidual interest results in two characteristic types of executive behaviour: a smaller group
of active initiators comes into being, who ’explore” — through their place taken in the
hierarchy, and their official as well as non-official relations — the various possibilities for

a further development of the enterprise, while on the other side, a larger group of leaders

is also established, who accept the efforts of the active initiators and, conforming to
them, avoid disputes.)

And the interest of the enterprise is already a common interest, which becomes
integrated into being common exactly by forced attachment. The condition of satisfying
individual efforts existing anyway — such as the wish of promotion, higher income, work
in better conditions — is for all of them the success and prosperity of the given enterprise,
their common base of existence. In spite of so many hidden interior conflicting interests,
on this question lasting agreements are easily reached between the leaders of various
sections of various levels in most cases, although inner conflicts reproduce themselves
from time to time. And, since enterprise efforts and the corresponding actions are
primarily decided by executives constituting the formal power structure, their interests in
developments are formulated as “enterprise interests”, i. e. as enterprise objectives.

The fact that every organization, from the moment of its coming into existence, has
its special interests differing from and sometimes clashing with those of other organiza-
tions is an axiom of organizational sociology. In this interpretation, therefore, the
existence of the organization group interest is neither “good™ nor “bad™, but, necessarily,
an integral characteristics of the organization, it is only the way of assertion of interests
or their consequences that can be qualified according to social values, norms and rules.

And, as concrete group interests appearing as organizational aims, defensive or
offensive towards environment, are moulded by the interaction of the organization and
its environment, the feasible ways of assertion are regulated by the environment (by its
values, norms, written and unwritten rules); or the “rules of the game” i. e. the means

that can be resorted to emerge in the course of a continuous “bargaining’ between the
organization and the environment.
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And, naturally, enterprises do everything in order to assert their interests; it
be surprising if they did not. It may be safely stated that today the set of leaders serves
the best guarantee for further development of the enterprise, since this cannot be
important for anyone as it is for them, who are tied to the enterprise by a multitude t
objective factors. It is for the enterprise, and for their own elementary interests .'

tertwined with it, that they carry on indefatigably their activities for investments, starting

=
s f A3 o
12

again from dead ends, with diplomacy and manoeuvres, looking for allies and making
compromises.

And in this they are supported by the atmosphere felt constantly within as well as
outside the enterprise, in which it is not only a desirable and acknowledged effort but
also an expectation that development should be continuous and measurable by the rate ¢
profit increasing year by year. “From inside” this is a requirement of the whole enterprise
collective, even if the advantages concomitant with development appear less directly, r%
in a less wide range for the various groups of employees. “From without”’ development is
required and pressed for by economic and political organs supervising enterprise activities,
and it is desired also by the political, administrative and local organs of the lo ,':';
geographical environment, taking it for a condition of rising living standards of those
living in that locality. The ambitious efforts of executives are in harmony with
expectations. i

»
t
1=
]
:l
=
o]

quences come from the existence of the group interest originating in the strong attach-

ment of leaders, and the given possibilities of its assertion. Here only a single example of
economic contradiction will be mentioned. f

The efforts
anything in any w

development — as that of every gr
historical, economic and social fac
A number of things are subjected t
decision-making process as well.

Oup interest — has been determined by a multitude ¢
tors; its existence is maintained by objective processe:
O 1ts existence, thus, among other things, the enterpri

Acta Oeconomicq ] 7, 1976

.....




T. LAKY: ATTACHMENT TO THE ENTERPRISE 283

References

1. 3JIPABOMBLICJIOB, A.: Meroooao2usn u npoyedypa cOyuoA02UYECKUX Uccaeoosanuiu. Mockna,
1969. U3pgarenbcTBO "MEICHL.” 220. CcTP.

). POZSGAI, 1.: Erdekviszonyok és politikai viszonyok a gazdasagban. (Interest relations and

political relations in economy.) (Manuscript)

3. HEGEDUS, A.—MARKUS, M.: Ember, munka, kozosség. (Man, work, community.) Budapest
1966, Kozgazdasagi és Jogi Konyvkiado, pp. 3958

4. SZESZTAY, A.: Az egyetem utdn. . . (After the university. . .) Budapest 1970 Akadémiai Kiado.

pp. 93-99

5. GAZDAG, M.: A tevékenység néhdny motivdcios problémdja alkoto miiszakiakndl (A few motiva-
tion problems of activity for creative technical workers.) Ergonomia 1970. No. 1.
6. NEMES, F.: Az érdekeltség szerepe a nem intézményesitett vallalati tartalékok feltarasdban. (Role
of interestedness in revealing non-institutionalized enterprise reserves.) Szociologia 1974. No. 2
7. BEREND, T. 1.: A vdllalati fejlédés utjai és sajdtossigai a XX. szdzadi magyar iparban. (Ways and
characteristics of enterprise development in 20th-century Hungarian industry.) Valosag 1974.

No. 2
8. SZABO, B.: Gazdasigirinyitds, szabadlyozds, érdek. (Economic management, control, interest.)

Valosag 1974. No. 11
9. Statistical Yearbook. Central Statistical Office. Budapest 1975. p. 111

10. Munkaiigyi adatgyiijtemény az dllami iparban foglalkoztatottakrol (Labour date collection cover-
ing those employed in state industry.) Budapest 1972 Kozponti Statisztikai Hivatal Vol. 2,

pp. 202—-204
11. Munkaiigyi adatgyiijtemény. Labour data collection). Vol. 1, pp. Y7417

12. HEGEDUS, Zs.—TARDOS, M.: A vdllalati vezetok helyzetének és motivdcidjénak néhdny prob-
lémdja. (Position and motivation of enterprise managers.) Kozgazdasagi Szemle, February 1974

pp.162—-173
13. Foglalkoztatottsdg €s kereseti ardnyok 1972. (Employment an

pest 1974, Kozponti Statisztikai Hivatal p. 332
14. Statistical Yearbook 1975. p. 105

d income proportions 1972.) Buda-

[IPUBSI3AHHOCTD K IMPEOIPUATHIO B BEHI'PHUH
T. JIAKH

B 1973—75 ropmax aBTOp M3ydaja Ha BOCbMH NpENNPUATAAY HHTCPECChI, BJIMABIINE Ha PELIc-
HUsA, IpMHUMaBIIMecsd B 00J1aCTH KalHMTAJIBHBIX BrIOXKeHUuH. B Xole COLMOJIOTHYECKOr'o MCCieaoBa-
HUA OHa TNpOaHAJIM3UPOBaJIa MCTOPHIO NMPHHATHA 24 WHBECTHIMOHHBIX pelleHHH, MIIA OTBETa Ha
BONPOC, KaKKWe — MpeNNMCAHHbIE WM OXHaemblie — 3a/1aui BBINOIHAINCH OTACIIBHBIMH OTHOCSHILH-
MHUCS K OpraHW3alMH JTMLIAMH [IpH NMPOSABJICHWH HHUIMATHBEI B JAHHOM MEPONPHATHH, B dbopmupo-
BaHUM KOHKpETHBIX liejiedf, B BbIGope CPEACTB, CIYXalMX OCYIICCTBIICHUIO NAHHBIX neneu, To eCcTh
KaKOBbI XapaKTepHble HHTEPeChl, HaNpaBJLAIOLIHe BEIOOP.

IMIMpHUYECKOEe MCCIIEAOBaHHEe MPOBOAWJIOCH NPH NOMOILUH Pa3jIMYHBIX METOMOB: aHajM3a
JAHHBIX, XapaKTePU3YIOIHX Pa3BUTHE H IOJIOKCHHC npeanpuATHi; 00pabOTKH HCTOPHH MEPONPHA-
TMH TI0 OCYLIECTBJICHMIO KAalMTATIOBJIOXKEHHH; MEepPCOHANBHBIX MHTEPBBIO C NMpHOmM3uTensHO 100
PYKOBOOAIMMH paboOTHHKAMH npeanpuATHH, 3aHHMAIOIIMMH Pa3/IMYHbIC OJDKHOCTH, a TaKXe aH-

KETHOTO ONpoca MO CYLIECTBY BCero PYyKOBOJSLIETo NepCcoHasia JaHHBIX NMpeanpusATHi (Bcero 594
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‘:r : ;
YEJIOBCK — HAYHMHAasxA C I'CHECpPAJIBHBIX JUPECKTOPOB H KOHYAxA PYKOBOIOHUTCIIMHA -hi._,_‘rg..'_'

MiccrieoBaHMsA BBIABHIIM CHIIBHYIO TPYNIOBYIO 3aMHTEPECOBAHHOCTh B Da3BUTHHM [3aHHOTO

V|
1, Ar

NPEONpUATHA, KOTOpas Ha MOYBe BbIHYXICHHOU NPUBSA3aHHOCTH pYKOBOOMTENIEH K JaHHOMY llpew_*

[IPUATHIO HHTETPUPYETCA B JOMHUHHUPYIOLLMH I'pyIIIOBON MHTEpEC.

ABTOpD aHaJIM3UPYET COLHMAJIbBHO-3KOHOMHYECKHE (PaKTOpbl, POPMHUpPYIOLIHE 3TY Bbmy)lmert}f
HYyI0 IIpUBA3aHHOCTb. I\f
W3 uncnia pakTopoB, OTHOCAILIMXCA K OKpYXKawllei cpene, onpeaeaioliei OHa CYMTAET opra-
HU3AUMOHHYIO CUCTEMY MPOMBILIEHHBIX PEANPUATHH, TO OOCTOATENBLCTBO, YTO YHCIIO MPOMBILIIEH
HBIX NPEANPUATHA MOCTOAHHO cokpauaercs (B 1975 romy Gbino Bcero 779 mpennpusTtuii) , u pﬂ,nj‘f
OTPacyied MPOMBIIIEHHOCTH MPEJICTaBJIeH OHUM-€[IMHCTBEHHBIM NpeanpusATHeM. M3-3a 3Toro mMur-
pauys B 0COOEHHOCTH BHICOKOKBAIM(MHULIMPOBAHHBIX M PYKOBOAALIMX paGOTHUKOB CO CTIeUMANTBHOM
[OATOTOBKOH BECbMa OTPaHHYEHA: OHH He B COCTOSIHMM IepeMeHHMTh MecTa paGoThl BHYTPH C‘l‘paHH,;
TaK KaK ZIpyroro NpeAnpHATHA ¢ noao0HeIM npoduieM Her. [IoMHMO 3TOro pyKoBOOAIINX paﬁo'ﬁ
AMKOB NPUBA3RIBACT K [IaHHOMY MPEANPUATHIO elle U TO, YTO OpraHU3alMH SBJISIOTCH (3aMKHYy-
TRIMH)); PYKOBOJHMTENIM PEAKO Ha3HAYAIOTCHA (M3BHE) — IOMOJIHEHHE MPOU3BOMMTCH KAXKIBIM mpef-
(IPUATHEM 32 CHeT COOCTBEHHRBIX KajipoB. K dhakTopam okpyxarowieif cpefsl OTHOCHTCS | KHITHIIHAS
npobnema. U3-3a oOuied HEeXBATKU XHIIbs PYKOBOMSLIME PaGOTHHKH HE 5Ke/aioT NOKHIOATH

HJTH TICPECEIATECA U3 OJIHOHM YacT CTpaHEI B PYTYIO, ONAacasicCh, YTO HE CMOTYT HANTH MOOXOMALIVIO
KBapTHDY. 1

Pa3sBHUTHUSA NPEONIPUATHUSA.
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