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A Skills Exchange for Unemployed People

ferbara Senior’ and John B. Naylor
ca &3 Laerpool Polvtechnic

This paper reports the-results of a study of a voluntary skills exchange for
wremploved edults in Liverpool. It combines investigation af the organiza-
zoral level with an interview survey of satisfactions gained by 60 members.
Cuestions posed are how far a skills exchange might go in alleviating the

civerse effects of unemployment and then how effective the particular or-
conizeiion was at achieving its potential. Results showed that members at-
:zcked high importance to the satisfaction of social and psychological needs
zirer within the exchange or in employment. The average satisfaction gained
[rom membership fell short of this. For the small group who were active
o the exchange, members were engaged in the equivalent of part-time work.
Hurthe broad ideals of the organization and the unfamiliarity of the decision-
nzxini setiing made it difficult to recruit and retain new members and, hence,
increzse the organization’s impact.

INTRODUCTION

Many pro}ecls have been set up in recent years in an attempt to
areliorate the effects of unemployment upon individuals. In addition, studies
“ave begun to identify with greater precision what these effects might be.
fzhoda (1979) discusses the impact of unemployment in terms of the loss
2 those latent consequences of employment (time structuring, sharing and
sidening experience, a sense of usefulness, personal status, and enforcing
zltivity) which meet the more enduring human needs, while Hill (1978)
<sxinibes, in terms of psychological impact, the phases individuals go through &
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as the length of unemployment increases. Morely-Bunker (1982) confirms
a DHSS survey that it is activitics outsice ihe home which are the first ones
to be given up when people become unemployed, and Banks, Clegg, Jack,
sont, Kemp, Stafford, and Wall (1980) found positive correlations between
unemployment and lowered mental well-being in unemployed school leavers
and aduits. If the distinction is made between employment as an economic
relationship (Hartley, 1980) and work as structured activily (Shepherd,
1981), the conclusion emerges that effective injtiatives for unemployed
people must fulfill functions similar to those offered by work and potential.
ly satisfy members’ practical, social, and psychological needs.

A skills exchange is one such inititative through which a person may
obtain all the satisfactions of working with the exception of monetary pay-
ment. This paper describes a skills exchanges which has been running since
1979. It presents the results of an interdisciplinary research activity which

has been carried out concentrating on data collected from the middle of 1979
up until the autumn of 1982.

THE NETWORK

- The Network is a resource exchange organization accommodated in the
:enter of Liverpool sponsored by a charitable trust. Facilities include a small
rffice with telephone, a workshop, and lounge. Any person, employed or
inmemployed, can become a member by signifying some “offer” of skill or
ime and some “want” to be satisfied. There is no payment in money, ex-
hanges do not necessarily take place reciprocally, and the basis of all trans-
ctions is reasonable give and take. The group who established the Network
1 1979 expressed its aims in terms of a need “to find practical solutions 1o
1¢ problems of rewarding work” (MCVS, 1980). They felt that a resource
xchange had the potential to provide the non-economic functions of em-
loyment and that successful operation would lead to changed attitudes in
1e wider society towards work, the unemployed, and welfare benefits,

. - The 12 founding members originally hoped for a large-scale operation
1 an arca where the number of registered unemployed is around 100,000.
hey saw the key operational problems mainly in terms of coping with a
rge membership. Instead of this extensive impact, however, a smaller or-
nization with average membership of 130 has emerged.

.. The total number of jobs (exchanges) done by 191 members in the 3
:ars to June 1982 was 469, The Appendix gives examples of jobs done and
ustrates the range of activities undertaken, .

The decision-making body is {he weckly members® meeting which has
rotating chairman and minutes sccretary, Day-to-dav r..ing of the or-
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:anization is carried out by a paid coordinalgr who was appoinicd :‘\ilcr 1.5
::1:'5- of opcration, to supplement and partially replace a mcmbu‘s rota.

. Network members have, in addition to exchange, been involved in group
projects, workshops, and social events,

THE ’iESEARCH PROGRAM

The research program is action orientated in that it collects data about
the organization and its members and feeds this back to the members meet-
ing at regular intervals.

e Thfaim of the research has been to document the development of tI}:e
6rganization, its structure and processes, together with an assessment of the
satisfactions gained by the members.

Method

Activities at the group level have been studied by part_icipfmt observa-
tion backed up by reference to the registers and -rccords mamtzf:{wd by N.et-
work. Detailed notes have been kept of all meetings .of the ‘dec:smn-makmgi
body and there have been ad hoc observations of administrative work, genera

i i ial events.

dlscus:élg::éniziaslc;;is, based on the number of .tim.es issue§ lllave _been men-
fioned, length and frequency of contributions, 'mcndents g'wmg rise to Cﬁn-
flict, and decisions made together with observation of dominant persons has
allowed the examination of the causes and management of conflict, power,
: ls, and implementation of decisions.

Lﬁﬂff;tllgé’\ii;,gaa ten-irr)ltervigw pilot study, all av.ailab]e‘: past z}nd preser}t
members have been interviewed using a schedule mclq([mg socioeconomic
data, open-ended questions, and specially devclpped attitude g-ucsnon_naarcs.

The 21-statement personal needs satisfaction sc:n.Ic required sub_;ccts to
report both the importance of and satisfaction with yanous_nspccts_ of involve-
ment in Network. Similar reports were required in rglauon to 1mportan_ce
of the same aspects applied to employment (a scale z.mskmg for degrgc of satis-
faction actually obtained from employment was omlttcd. afier the pilot study,
it made the interview overlong, respondents showing signs of boredom and
rCSt]e;S:lf_iszr):'ls were asked to respond to-the qucsligns “!—!ow imporl.ant_ tc:
you is/was (satisficd or dissatisfied are/were you wnh)' this usnc'cl of bcmgl
a member of Network?” and “How important to you is/was this aspect of
d'oing a job?"” Examples of statements in the scale are:
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Tabte 1. Sunymary of Responses to Hems in the Scale “Personal Need Satlsfaction®

Mecan seores {SD)

Newwork Employment
Importance Satisfaction Imiporiance
Subscale response response response
" Aclivity needs (four items) 5.5¢.29) 4.8 (1.48) . 6.0 (1.14)
Social needs (four items) 5.2 (1.32) 5.1 (1.33) 5.6 (0.55)
Autonomy needs (three items) 5.2 (1.26) 5.14 (1.04) 5.7 (1.05)
Achicvement and recognition . :
needs (threc itmes) 4.8 (1.41) 4.0 (0.85) 5.4 (1.00)
Learning and knowledge . -
needs (three items) 5.6 (1.09) 4.8 (1.46) 6.0 (0.92)
Self-esteem needs (three items) 4.9 (1.11) 5.1 (1.05) 5.8 (2.32)
Number () in sample n = 60 n =46 n =51

The epportunity to do something.

Being able to organize your own time.
Feeling a scnse of belonging.

Having the opportunity to learn new things.

_ Responses were chosen from a 7-point scale with point 1 being “not
"at.all important” {extremely dissatisfied) and point 7 being “extremely im-

portant” (extremely satisfied). A rotated factor analysis was carried out on
‘all the responses, testing for possible solutions involving different numbers
. of factors. The selection of a six-factor solution and subsequent naming of
-factors was made on the basis of the perceived meanings of individual scale

~ items, and their weighting on each factor. More precisc details of this may

* be obtained from the authors. The six factors appear in Table I, Factor scores
are an unweighted mean of the related responses. :

' Nineteen statemenis on attitudes to Network as an organization with
“question and response scales related to imporiante and satisfaction as
- described above, led to the indentification of six factors and these appear
in Table I11. Examples of statements in this scale are:

Having an experienced full-time organizer.

Regular contact with members.

The development of other Network centers,
,_Advcrlising for members with particular skills.
‘Making members wetcome even if they coniribule little.

Eight statcments measuring commitment to Network yielded three fac-
tors shown in Table I1. These statements required responses ranging lrom
“strongly disagree” (point 1) to “strongly agree™ (point 7) to the question
“Would you plecase indicaic how much you agree or disagree with the fol-
lowing statcments?" Lxamples of statements are: ' ‘
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Table 11, Summary of Responses 1o ltems inihe Seile “Network Struc-
ture and Procedures”

Mean scares (S4)

Imporanee
FOSPORAE

Satisfaction
response

Subscale

Aspects of management

~{four items) 5.4 (1.07) 4.3 {(1.07)
Orponizational growth and
development (three items) 5.8 (1.04) 3.9 ¢1.18)
Contact with and carc of
members (four ilems) 5.8 (0.81} 4.3 (1.20)
Supervision and control of
activities (threc items) 4.5 {1.56) 4.1 {1.10)
Response {0 members
{1wo items) 5.7 (1.25) 4.9 (1.32)
Office situation
(three items) | 5.1 {1.26) 4.3 (1.12)
Number (n} in sample n =60 n = 46

1 feel myself to be part of the Network organ}zalion.
[ don't take the Network organization too seriously.
1 would not recommend a close friend to join the Network.

The open-ended questions, which were subjected to content analysis
for frequency of mention of relevant items or opinions, are:

1. How did you find out about the Network?
2. Why did you join the Network?
3. What happened when you joined? o
a. Explore experience and cvents surrounding joinng.
b. What happened at initial contact?
4. How did contacts, after joining, take place?
a. Explore subsequent progress through Network.
5. What wants have you had satisficd? When? How?
6. What offers have you had taken up? When? How?
‘7. How involved are you in members’ meetings?
a. Frequency of attendance.
8. What opinion have you of the members’ meetings?
9. How involved are you in the office administration?
a. Frequency of rota duty.
b. Other office work.
10. What opinion have you of the office administration and proce-
dures for gotting exchanges carried out?
11, What do you think about group projects?
a.  Management of them.
b, Involvement of sclf,
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uble 111, Sl‘l{mmnryl ol‘ll{csponscs 10 Items in the Scale
Organizationat Commitieny”

Subscale Mean scores (BY2)]

Organizational loyally and

identificaion (fous items)
(()rg.'miz:nimml involvement 0443
(WO ilems)
Cgmmitmcnl Lo organizational f.0.12
aims (two items)
Number (n) in sample 51:11 i2-6209)

12, Why did you leave the Network?
13. !s membership of the Networ
ignoring the fact that network involvement is not

Sampfe
Every attempt was madc 10 interview, in their own

. . appe . .

Table Iv, Sociceconomic Data for Interviewees
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k better or worse than doing a job
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homes or the Net-

The samples

» 60 persons in to-

n = 60

(see Tables I, 11, 11y Tl

(see Tables I, I

~ . Employment status

=51
(see Table )
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tal (sec Table IV). Diffcrences in sample size, according to response, occur
beeause (1) relatively new members and those having little contact with Net-
work were unable to express attitudes of satisfaction (or dissatisfaction), and
{2) some members had never been employed or had Torgotien what it was
like so couldn’t respond to the “employment”-oricniated questions. Conse-
guently, not all of the 60 answered all the questions.
.y

RESULTS AND DISCUSSION

The results are presented and discussed according to the following key
areas:

Recruitment and retention of members.

Resource exchange activity.

Decision making and administration,

Satisfaction of members® practical, social, and psychological needs.

B e

Shortage of space has mieant that the data [rom the observations, record anal-
yses, and open-cnded questions have not been presented separately in de-
tail, but have been incorporated in the discussion. These detailed analyses
are, however, obtainable from the authors. Table I-I1I summarize the
responses to the attitude scales and Fig. 1 is a sociogram of a sample of 125
of the tasks done by all members during the period September 1981 to May
1982.

It should be noted that the responses to the attitude scales have not
been subjected to statistical difference testing. The reason for this is that the -
questionnaire data is intended to be considered in conjunction with the other
types of data collected; it is only one indication of members’ attitudes to the
Network and should, therefore, be viewed in this context.

Recruitment and Retention of Members

In the responses to open-ended questions, 50% of members mentioned
“something to do” and support for the idea of mutuality as the reasons for
joining, whereas only 6% expressed a belief in alternatives to employment.
The promotion of interest in Network was initially scen as a problem of me-
dia aecess yet it has emerged from responses to the first open-ended ques-
tion that personal contact is the more successful nicans of recruitment. These
findings match the results of Snow, Zurcher, and Ekland-Olsen (1980) who
show how relatively unimportant ideology is in recruitment, whereas, they
say that “links to one or more members through a pre-cexisting or emergent
interpersenal tie” coupled with the absence of “countervailing personal net-
works” (p. 798) dominate, The need for something to do maiches one of
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Fig..‘l. Sociogram f12 :
S g ot 125 Exchanges (September 1981 -Ma
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1i shows that although “contact with and carc of members” was felt to be
very important, satisfaction with this aspect of Network administration was
not high. Until the appointment of the full-time coordinator, induction proce-
dures were very haphazard, with the organization fuiling to satisfy two of
the latent functions of work (Jahoda, 1979), maintaining contact outside the
family and linking the individual to wider goais and purposes.

Kanter {2 969) proposed that the retention of members has three aspects:
continuance, cohesion, and .control. First, continuance is sustained when
members see profit in remaining as members. Network members build up
a stake in the organization’s success, by investing time in group activities and
routine duties such as office work and leaflet distribution. Second, cohesion
comes from participation in decision making, group activities such as garden-
ing, and social rituals including parties and outings. Third, control requires
a commitment to the norms of the group and is expressed through a con-
stant appeal to ideology and, for new members, a developing mystique and
reference to the “old days.” Both Knoke (1981) and Etzioni (1975) show how
normative control requires an intense flow of positive communication. Net-
work records, observations, and interviews (Table 1I) show that, for the
majority of members, this is lacking.

Only 12% of those interviewed mentioned “wanting a job done” as a
reason for joining. Together with the responses to the subscale “organiza-
tional-involvement” in Table I1I, this indicates that involvement is not in-
strumental and, therefore, continuance depcnds on the satisfaction of
personal neéeds. ! :

Resource Exchange Activity

An analysis of the pattern of exchanges is shown in Fig. 1. The arrows
indicate a job done by one member for another, the direction denoting givers
and receivers. Four features can be noted. First, the majority of tasks in-
volved a few members (15 are engaged in six or more tasks) with a large num-
ber having been little involved. Second, most individuals were not in balance.
Tlhere are those who supplied encrgy and those who consumed it, Since the
number of offers always considerably exceeded the number of expressed
wanis, the consumers of work can be seen as having as importaat a function
as the “doers”; voluntary workers need ¢lients. Following on {rom this, the
third feature is that the 15 more active members tended to do more tasks
than receive them (ratio = 94:63). The organization can be seen as satisfy-
ing a need for work in a relatively uncritical atmosphere. Fourth, the moedi-
um of resource exchange was not a means of connecting most members with
the core of the grouwp fo atlow diffusion of ideotoey (o take place. This is
reflected dn “commitnient to orgamzational aims™ (Table 111) which show
only modernte comnifipient (o the ahing of Network,
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Fifty percent of those who enrolled did not take part in any exchange
andl these, together with those in FMig. 1 whose exchange involvement was
limited, will have had difficulty in relating to the “core®™ group. This patiern
has been followed throughout the life of Network with high activity levels
being found among some 10% of members., '

Decision Making and Administration

More than half of the attendances at the weekly meetings have been
by 14 members, a core group with a low turnover (1wo per ycar). This stabili-
ty has enabled learning to be incorporated into a set of organizationa] as-
sumptions and unwritten procedures, but it has made the meetings less open
to newcomers; only 47 members attended over five mectings. It was decided,
therefore, that one of the roles assigned to the salaried official from 1981
would be the induction of newcomers into organizational procedures.
However, the commitment to democracy and the open style of meetings has

" enabled members to develop the confidence to speak and share the chairper-
son role. .
- Fifty-percent of those interviewees who had attended meetings indicat-
- ed positive attitudes towards the democratic structure and informality while
the other 50% stressed disorganization, feelings of frustration, and minori-
ty dominance as problems. .
Content analysis of notes kept at meetings identified three main
; problems which are common in decision making in voluntary bodies (Otto

. and Armstrong, 1978). First, there has been the absence of clear operation-

-al goals by which day-to-day action may be guided. Eighty percent of meet-
" ings have discussed at least one item in which conflict over goals was the
dominant feature. For example, the conflict between short-term and long-
.term aims has already been mentioned. Paton (1978) describes how a com-
mitment to openncss and democracy may result in high levels of manifest
B and latent conflict. Because dissent is encouraged by the multiplicity of ob-
“jectives on offer, members have heightened expectations of being able to in-
fluence decisions; they may be confused by the unfamiliar setting and yet
the degree of voluritary and personal commjtment which has been encouraged
will tend to intensify even minor differences. ‘
. The second problem, again observed in 80% of meetings, has concerned
* the structure of, and procedures for, meetings. In nearly three years the group
has, in the words of Tuckman (1965), formed, stormed (become dware of
conflict and confusion as ambiguities appear), normed (established formal
. and informal rules toward becoming an efficie~t _nit) and performed (car-
ried out some tasks through these norms}. But thesc stages are not clear cut,

o ooy i
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and there are frequent returns Ig slm'mlin;: and norming as new procedures
nie custom and practice. ' .
cmcmftsal?l(: ;(zi?p has become more commiltcd_m put:l'v.n"ming', ”;f’ l‘hl?'(l\ iin::;\n:
difficulty has emerged, Indeed, somce 65% f" muul_mg.-. ‘hmc (ligll]l\:;. | e
inadequacy or non-existence of proccdu.rcs Inr_lhc n.an:mcm:m pof dect
sions and control, This concern for, but frustration wul_l, E}SP(;L(?IO s:] i ‘c‘ tghc
ment” is usnfirmed by interview responses as shown in Tab eh .c‘l(l)]:d the
appointment of an official with respops:bxht)'/ in th.l.s_arca,ft c; C uwﬁ‘;a[
improved. Indeed, the full-time coordinator 1s significant for tnz sLorcntz
and expansion of Network. Sarason, Car.roil, Naton, ?o‘hcnf, anctwork ;n
(1977) show how a leader's role was cru_cml to 1!1'c. success o ad etwork It
the United States. By means of appropriate cogmlwg ability a.nh b‘f 21 vt
1o remove blockages, a leader can ensurc that su.cccss becomes ha 11 L.I 1(555)
continites through positive feedback. The task-prlcnlatcd lcac!er (B?1 cst,o >
hecores more important than the socio-emotional lcadership hitherto p
i re group. ‘
Hded(ggfig::c\:grk ;gs a tF:mction which all members arc invited to takc}?arz
in. Of the total membership, throughout the 3 years, 127 mem_bersk ;\_}n
worked in the office for varying. periods and 32 members‘h'an: wolr e 1l
the office on more than 15 occasions. Even so, SQ% of all v151t_s involve clmi);
14 members. Only four of these 14 figured as ac.twe me:.nbers in th;:tana iflsv :
of exchanges in Fig. 1. This indicates that office work may be a erina: N
1o other activity, perhaps appealing more to members needing temporal stru

- ture and defined tasks.

The low involvement of many members in the various Network activl-
ties indicates the organization’s failure to pr.ovide for lt}.lem the latent furllif-
tion of maintaining contacts outside the family. In f.d.dltlon, responses to. c
subscale “organizational growth and development” in Table Il show a siml
far failure to link individuals to wider goals and purposes.

Satisfaction of Personal Needs

Table 1 shows the responses for each factpr dcvelopc‘d from the ‘;Rer-
sonal Needs Satisfaction” attitude scale. It indicates the hlgl} dcgrccdo bm{;
portance attached to the satisfaction of snciall and psychological needs : om
by membership of Network and by conventional employment. Apart iro )
the factor “self-esteem needs,” there is a correspondence between relp‘ortz
expectations from Network and from cmploymcm.'A?lth(_)ugh peopt; ?;aé
not be joining Network for ideological reasons, participation sleetns > lonc
to an expectation that Network may be an .alteruatwe to emp O).r.nt.ﬂen g o
a mean score of 5 to.the subscale “grganizational qualty and identificatios
in Table 11, indicatés that thefe is some uncertainty.
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ty. Data fro I;};z\::crinoii.erare sau‘sfacnon of the important need for acti
exchange, shows thatpf?o;onrrates in meetings, administration, and rrc“mﬁ'
“working” in Network a few people (no more than six at any one o
others. this i approximates to part-time employment. How pering)
’l:hc :c::zulzo”am need has yet to be satisfied - Frowever, fou

. pear to ﬂPprcciaﬁ: ti‘ggz:)my (Table I), is fairly well satisfied. Membe

to “supervision and cont Olnom.y they personally enjoy. However, ref e
of organization i rol of activities” in Table II indicates th 'h' erence
n is not entirely satisfactory, There is some dffﬁc?xt]:y I‘sn aspeat
: S In tnter.

preting th
g the responses to both these subscales when taken together. Im
. Impres. -

sions gained during intervi
views and observati
autonomy f : . ations suggest that m ,
. def)i(ni:)r themselves but, in an organizational sense, wa te tnbers wan
o e 1jystem of supervision and controi » Wanl 10 see some
eea . .
factor maf r‘;’!a:‘:’;‘:?] ”IﬂDOrtance of , and satisfaction with the “knowledge™
his a5 & handican i l: ack of qualifications of most interviewees wh o
portant shated p in the employment stakes. Membership can off 0 saw
casualtios of unexpenences outside the home. These are fre ot the Im-
that. as Table 1 Seh?al:);?l‘xept (Morely-Bunker, 1982), so it is nqoufgély carly
is quite high. F riendsh" ¢ importance attached to satisfaction of socj;{:nsmg
been formed. the Iikellilfi gg:lysflsd has shown that where few social bondsnlc;ds
) » ! 0 o in . lave
of those int ropping out has increas
o as}r]».f:ewe.d were unmarried and 74% had no chil:l?énsﬁt?my p}frccm
ieve its potential, N . Ing at home.
the PG ; etwork will nced .
processes of building social ties through aClivti(t)ypay more attention to

~ CONCLUSION

A resource ex
, ) § change may be an al .
. can provide for . .a ternative to employm T
most of its latent functions. The Networkphai rc(::t::iilll::dthm ;
more

members and i
survived for longer than many comparable organizations. I
§. 1t

has achieved
. some success in that
at the practical 8 at many members have had need ‘o
only from the s;‘fhizmopsyt_:h_olo.glcal levels. These satisfac:iof}sscf)‘:‘:est;:Cd
decision-makin 'uu} gc :}ct:v:tylitsclf butalso from participation i "
There is ]8 £ < adminisirative process of the organizati aaon in the
. s no cvidence of great i Amzaftion.
of an idea which initi cconomic benefit. Exch ay b
i \ . ange nu
nitially attracts recruits and legitimntes thc?r in:gl::;m(""
: nend,

l it i ] i i y Ons tl a strone YNE

to ensure continui
h L1} >
e s oot :]:::i;lc;mr'n_n\mcnl. A successlul resource exchanpe could
T canp;;ly:ul'c::mcw nlcililvitles which essentlnlly w:;\;:l;::fe
time-struettir] » especially sharing anc idening oxparienee,
. icturing, and the satisfaction of nclivitygftqelll‘m"'“"“%mmmmc'

:
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persomal bonds and recrutment

APPENDIX: RESOURCE EXCHANGE

Examples of Jobs Done by Members for Other Menibers

by members include typing, pepairing lawn mower, hair cut-
' assistance with money manapeent, (rans
ing poods, cewing, electrical repairs,
anl plmln}:mphy.

Tobs done
ting, plastering, howsghold repairs,

posing music for blind member, franspon

gardentng, otor liike repalrg, cavpet lnving,




