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Museums are organizations that, depending on their size, each have a unique
combination of workers. Typically included are employees whose duties are con-
cerned with visitors, the public raison d’étre of a museum. Collections and exhibits
require academically trained specialists while the organization as a whole needs
administrators and managerial staff. In addition, there are possible for-profit activi-
ties, such as museum shops and restaurants, in an otherwise mostly non-profit
environment. This situation may be further complicated by volunteer, temporary,
part-time, long-term or even tenured contracts for the people involved.
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The unique and complex combination of workers of a museum is commonly
housed in a singular building, a space in which all people may interact or encounter
each other daily. As a result of the organic relationships among all staff members,
the organization is still a whole, i.e., a museum, and not a combination of unrelated
practices.

When employees of organizations are studied within management or organiza-
tional psychology disciplines, this diversity among employees is often absent.
Non-profit organizations are already less often studied but especially part-time and
non-managerial workers are rarely included in surveys that seek to understand orga-
nizational behavior (Bergman and Jean 2015).

The following study of people working at the National Museum of Ethnology,
or Minpaku, a Japanese institution with the largest ethnographic collections in
Japan, includes a wide array of employees. They were provided with a one-page
questionnaire on work ethic to confirm or contrast results from previous research
elsewhere. Where the findings contradict earlier studies, recommendations are made
for future research in which studies on museum organizations can play a pivotal role
to address the needs in fields of management and organizational psychology.

1 Work Ethic

Early industrial and organizational psychology saw work as primarily a physi-
cal and reward-based activity (Miinsterberg 1912). This view rapidly changed in the
human relation movement of the 1930s. Led by Mayo (1933), industrial and organiz-
sational psychologists realized that social relations and social climate in an
organization frequently had a stronger impact on workers’ motivation than physical
characteristics of the work environment, such as light conditions or financial com-
pensation. A construct that emerged from the human relations movement is work
ethic or workers’ tendency to derive more than economic benefit from work.
Subsequently, this became a central theoretical concept in the field of work and
organizational psychology.

One leading tool for measuring work ethic is a thought exercise known as the
lottery question (Morse and Weiss 1955): “Would you continue to work if you
inherited enough money to live comfortably without working?” (yes/no). Highhouse,
Zickar, and Yankelevich, (2010) reported values around 70% “yes” for U.S. workers.
Similar or even higher numbers have been documented in other industrialized and
post-industrial countries (Warr 1982; Harpaz 1989; Ruiz and Wilpert 1991; Misumi
and Yamori 1991).

Morse and Weiss (1955) are referred to as the first to have posed the lottery
question. Their U.S. sample showed that men with middle-class jobs and farming
jobs gave an 86% positive answer to the lottery question and those in working-class
jobs 76%. A second study was conducted by Tausky (1969) who sampled 267
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American craftsmen, foremen, operatives and laborers to determine work ethic for
what he called “blue-collar workers” and found 82%. Although differences related
to work interests were found between workers of different social classes, the com-
mitment to work “is expressed among the general population irrespective of social
class” (Kaplan and Tausky 1974: 187). Vecchio (1980: 366) in another study of
American men opined that cross-cultural studies may provide “interesting insights
as to the relative standing of the U.S. labor force vis-a-vis the rest of the world”.

Warr (1982) found a different score for British workers who reported an overall
69% of men and 65% of women who would continue to work. Also, Highhouse’s
team investigated variations in “macroeconomic environment” through time and
compared data for U.S. workers at different intervals between 1980 and 2006. They
reported a decline in value to around 70% “yes” for US workers that were “remark-
ably similar across different aspects of the U.S. working population”. They conclude
that fluctuations in responses “seem to be linked to economic conditions”
(Highhouse et al. 2010: 354).

2 Theoretical Ideas about the Changes in Work Ethic

The work ethic literature and specific research on the lottery question have
been interpreted from two different theoretical perspectives. One group of research-
ers has suggested that a high percentage of “yes” answers to the lottery question in
extant research is a result of the special nature of Western industrialized society
(Vecchio 1980; Harpaz 2002). Especially the American and the British cultures have
frequently been characterized as unusually industrious due to a Protestant, Judeo-
Protestant or American work ethic, terms that go back to Weber (1904; 1905) who
speaks of the Protestant ethic to explain the rise of capitalism. With recent research
on non-industrialized contexts, this suggestion of a religious factor is shown to be
particularly problematic (de Voogt and Lang 2017).

Although the idea of a Protestant work ethic in Western industrialized society
is common, it contrasts with theoretical ideas in value and culture research where
researchers have suggested that the desire to work independently of financial benefit
is a universal cultural trait (Schwartz and Bilsky 1990) and the result of a gradual
postmodern culture shift in industrialized and post-industrial societies that deempha-
sizes modernist ideas of individual achievement (Ingelhart 1997). The notion of
work ethic predicts that non-industrialized countries show a lower work ethic while
the universality of work values suggests that the differences are minimal. The notion
of a postmodern value shift would suggest that industrialized countries have a work
ethic that declines over time and that work ethic may be higher in less economically
developed and non-industrialized contexts because a postmodern shift has not yet
taken place. This latter notion about the postmodern shift seems reinforced by recent
data (de Voogt and Lang 2017).
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Diachronic studies in the Western world have shown that “non-financial
employment commitment”, as Warr defined it (1982), has declined. Vecchio (1980:
362) already suggested “Cultural-change theorists ... have argued that since the
middle of this century a steady decline has occurred in the value attached to work.”
He found a significant decline from 80% to 72.2% among American males. In refer-
ences to the high work ethic in Japan, Yugoslavia, and Israel, countries that were all
industrialized extensively in the twentieth century, Heller (1991: 148) states that “it
seems likely that, in due time, the work ethic will decline in importance there as
well; in Japan, this is already occurring.” The findings by Misumi and Yamori (1991)
as well as Ruiz-Quintanilla and Wilpert (1991) partly support his statement for Japan
and Germany. Highhouse et al. (2010) have shown this for both men and women in
the United States for a later time. But in contrast Harpaz (2002), in a study compar-
ing data ranging from the period 1981 to 1993 in Israel, found that despite the social
and economic events and changing work attitudes, work centrality seemed to have
retained its importance in this population.

The role of industrialization, or “the macroeconomic environment”, in the
understanding of work ethic and its possible decline remains unclear; it is expected
to decline in industrialized countries but does not always do so. At the same time,
previous studies seem to show that work ethic within each country is largely the
same for different types of workers. The following study features a more extensive
investigation of different types of workers within a museum organization in Japan, a
country where work ethic as measured by the lottery question is thought to be in
decline. The wide variety of workers present in a museum made this location partic-
ularly suitable for such an investigation.

3 Setting and Contexts

Minpaku, founded by the Japanese government in 1974 as a national inter-uni-
versity research institute, has exhibition halls and provides graduate-level training in
ethnology as one of the core institutes of the Graduate University for Advanced
Studies. The annual budget of the financial year 2016 (April 2016 — March 2017)
was 2,772 million yen (about 25 million US dollars) and nearly 43% of it was spent
on personnel expenses (National Museum of Ethnology 2017).

In Minpaku, the work space is shared by various types of workers. As it is a
research and higher educational institute, it has 52 professors excluding vacancies,
and 8 research associates, about 20 part-time laboratory assistants, as of October
2017, and a 60 to 100 fluid number of postdoctoral and guest researchers most of
whom are only affiliated and very rarely seen in Minpaku. Except for these academ-
ics, the number of workers that are working inside Minpaku is not fixed but
averages around 170 for the month of October 2017. This includes its 48 regular
officials, almost half of whom are being dispatched for some years from other
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national institutes of higher education, such as Osaka University, a system known as
“human resource exchange” (National Museum of Ethnology 2006: 28-29).

The number of these exchanged officials has been going down since Minpaku
was incorporated as an “inter-university research institute corporation” to become
independent from the government in 2004——the same time as when all national
universities became “national university corporations” in Japan. Until the incorpora-
tion, Minpaku did not employ any of their own regular officials other than technical
staff, while all the management officials were dispatched from other institutions
within the system (Figure 1). The HR situation is, however, changing. The museum
administration has started to employ their own regular officials after the incorpora-
tion, and those officials who began their work as rank-and-file employees are now
becoming team-leaders and even subsection managers (Ota 2014).

Apart from these regular officials, a few dozen contract officials will be rotating
off in three to five years. Also, a similar number of temporary staff dispatched by
outside companies are working at Minpaku. Some of the temporary staff are engi-
neers working in a computer environment and in video production projects, while
others are librarians and, occasionally, collection conservators. And the others are
working for an outside non-profit foundation that facilitates outsourcing for
Minpaku. They oversee museum shops, ticketing, memberships, monitoring of
exhibition halls and so on, while others are working for the museum restaurant. The
restaurant serves regular lunch menus and temporary ethnic dishes adjusted to the
theme of the on-going special exhibition for museum visitors, as well as prepares
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Figure 1 Organization Chart of Minpaku (as of April 1, 2017)
(Source: National Museum of Ethnology 2018)
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lunch for the employees. Finally, the guards and cleaning staff are all outsourced as
well. The total number of workers including these people but excluding academics
is roughly 170 as was already mentioned above.

The museum work space is in a four-story building that was designed under the
architectural philosophy of metabolism in the 1970s (Schmal et al. 2005), except for
two independent buildings: one used for special exhibitions, and the other as an
extra storage unit that does not have workspaces. Therefore, we may assume that all
employees are sharing the same building (Photo 1).

Photo 1 Buildings of Minpaku
(Source: National Museum of Ethnology)

Minpaku is a unique museum in which it has no curators. Since its establish-
ment, Minpaku has been an advanced institute of ethnology and cultural
anthropology despite including the term “museum” in its name. And, as all national
inter-university research institutes it directly belonged to then Ministry of Education
(current Ministry of Education, Culture, Sports, Science and Technology) and was
under the Japanese national universities system. Its faculty was regarded as profes-
sors of a national university. This is the reason why Minpaku has no curator though
Japanese museum law requires all museums to employ more than one curator
(Umesao 1975: 260-263; 1987a: 45; 1990: 70-71).

Therefore, for instance, any unusual event in the exhibition halls such as van-
dalism, danger of damage from insects and so on is commonly discovered by the
staff from the Section of Information Planning, or by guards, and is then reported to
the administrative and managerial staff as well as to the professors in charge of the
exhibitions. The exhibitions are planned to display and make public the fruits of
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research conducted by professors, just as are academic articles (Umesao 1987b:
125-126) and are planned by temporary teams that include the professors, the staff of
the Section of Information Planning and external professionals, such as researchers
of other institutes, professionals from design companies and so on. (See the commit-
tee members of each exhibition at its website or at its catalog book.) Generally
speaking, at a museum that has researchers separate from curators, it is the curators’
duty to plan and control the museums’ exhibitions while researchers concentrate on
their individual academic research, without touching the exhibitions. Comparing
curators and researchers at those museums, the duty of the professors in Minpaku is
not the same as cither. But it is also true that they are expected to be on the “front
line” of the museum (Umesao 1975: 260-263), as well as to conduct their research,
teach classes, tutor their doctoral students at the Department of Regional Studies
and the Department of Comparative Studies of the Graduate School for Advanced
Studies, commit to the organizational services and lead domestic / international joint
projects with the other researchers inside / outside the museum. The last part of their
duty is key since Minpaku is regarded as a national center unlike other research and
higher education institutes. Thus, they have no obligation to teach undergraduate
and M.A. courses and devote their time to joint projects, while their outputs include
exhibitions (Ota 2014: 5).

Minpaku does not necessarily assign any assistants to their academic workers,
other than administrative and managerial support staff. Since this institute does not
have any undergraduate or master courses, professors also cannot use teaching
assistants except for a few student research assistants dispatched to some projects.
Instead, professors are known to hire temporary part-time staff with their own
research grants obtained from external sources; some part-timers have been working
for Minpaku for longer periods of time than their supervisors who are professors,
while others are temporarily hired after graduating the doctoral course at the
Graduate University for Advanced Studies or at other universities.

For these reasons, even professors need to directly meet and talk several times
and almost every working day with non-academic staff, such as those in the Section
of Finance and the Subsection of Human Resources. This is common in other uni-
versities in Japan. In sum, most of the workers in Minpaku are expected to cooperate
with each other.

4 Preliminary Ethnographic Study

The cooperation among various workers seems to be more common for activi-
ties at Minpaku than expected. One of the authors conducted an ethnographic study
prior to the research reported here. He determined that museum exhibitions be con-
structed through a process that often accepts non-academic workers’ opinions even
though museologists have argued that exhibitions are mixed outcomes predicated on
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the individual abilities and ethics of curators together with the trends and contexts of
the academy and the world (Ota 2014).

Examples of this type of collaboration are manifold. For instance, a regular
official in the Section of Information Planning sometimes makes a drastic revision
of a draft of captions that was originally written by a professional for an exhibit and
then asks for his/her agreement, stating: “this is just a suggestion from me that has a
point of view similar to our visitors’, but ...... ” While anthropologists are consider-
ing how to arrange the exhibits in a hall under renewal, a temporary worker, who is
otherwise assisting collection management and inspection, will talk to them, asking:
“do you like this?” The suggestion might even be adopted in the end. When there is
a plan to add some more exhibits in a hall, a guard, who often enjoys chatting with
professors, procured ideal material at no cost from his/her neighbor and donates it
for this purpose, asking: “doctor, does this not be helpful?”” All of this might sound
unusual, but these events are actual examples that have been regularly reported in
Minpaku in the past ten years by some professors. The participation of workers with
unrelated job descriptions in the construction of some parts of an exhibition are not
known even by the external researchers who evaluate and criticize the exhibitions at
Minpaku. These parts are, however, integral to the exhibitions’ development.
Conversely, museum exhibitions reflect the work of those that are not academic,
administrative or managerial staff.

The results of the preliminary ethnographic study are hinting at two kinds of
new directions in museum studies. One is exhibition museology, in which it can be
shown that a larger variety of actors and agents might be involved in planning
museum exhibitions than was supposed before. Although Minpaku is not representa-
tive of most other museums in the world, this ethnographic case study suggests that
these actors and agents are relevant. It may inspire subsequent research, just as Gell
(1998) opened up new research possibilities of the arts by including in his analyses
the surroundings of artists and art works.

The other result is found in museum administration studies, especially studies
of museum organizational behavior, which could point out that the understanding of
the organizational behavior of museums should not be limited to administrative and
managerial staff as the focus of the literature in this field has so far been limited.
Without broadening our research focus, studies of museum organizational behavior
would not be inclusive both in the case of qualitative research by way of an ethno-
graphic method and in the case of quantitative research using validated questionnaires
for statistical analysis. Including multiple methodologies comes closer to what is
generally called a “holistic approach” in sociocultural anthropology.

5 Method and Measures
The authors collected paper questionnaires in 2017, thereby avoiding a bias that
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only people with access to a computer would fill out the survey. The text of the
questionnaire was translated from English into Japanese and back-translated to
ensure its accuracy. The regular officials were approached during one of their
biweekly meetings with an explanatory note from the director-general about
informed consent. The temporary officials were asked by those regular officials to
join this survey, with the same explanatory note. Workers not employed directly by
Minpaku were approached individually with the same explanatory note and often a
verbal explanation. In many cases, the filled-out forms were placed in sealed enve-
lopes to ensure anonymity.

The lottery question was phrased: “If you were to get enough money to live as
comfortably as you would like for the rest of your life, would you continue to work,
or would you stop working?” following Highhouse et al. (2010) and with a binary
choice for an answer. Following the same study design of Highhouse et al. (2010), a
five-point scale on relative financial status from far below to far above average was
included. One scale about life (exciting, routine, dull) and one on overall satisfac-
tion (very happy, happy, not too happy) together with questions about age and
gender that were also incorporated. In addition to their job title, a description of the
main tasks of their job was also requested to clarify their position. The scale used by
Highhouse et al. (2010) on job satisfaction was expanded and included six questions
on a five-point scale on job satisfaction ranging from very dissatisfied to very satis-
fied following Tsui, Egan and O’Reilly (1992). Following de Voogt and Lang (2017)
the respondent’s religion was also asked.

6 Results for the Minpaku

The first group surveyed consisted of 95 employees directly employed by the
Minpaku organization, mainly consisting of people tasked with administrative or
managerial duties. Just 53% answered positively to the lottery question.

The second group comprised 27 workers that had contracts with outside com-
panies but who conducted their work inside the institution. This selection included
personnel that worked in the shop and restaurant, or as guards and cleaning staff.
Such workers are commonly excluded from organizational psychology surveys.
Only 46% of this group of workers indicated that they would continue to work.

The second group had a lower score on job satisfaction compared to the first
group. The nature of the work was scored as 3.52 instead of 3.83 for the first group,
and overall job satisfaction was scored as 3.15 in contrast with 3.57 for the others. It
confirms that work ecthic is a measure separate from job satisfaction, but it also
indicates that the workers commonly excluded from surveys have more to gain in
terms of job satisfaction. In other words, their exclusion is particularly problematic
as their satisfaction is already lower.

A small group of twelve people working in two nearby museums also com-
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Table 1 Correlation matrix showing no correlations between answers to the lottery question and age,
gender, and satisfaction.

Correlation matrix contir}ue age gender .j ob . . life . ﬁ?ami?l
working satisfaction | satisfaction | satisfaction
continue working 1.00 0.07 -0.17 -0.16 0.02 —0.08
age 0.07 1.00 —0.42 —-0.17 —-0.14 0.09
gender —0.17 —0.42 1.00 —0.02 0.22 0.00
job satisfaction -0.16 -0.17 -0.02 1.00 0.17 0.06
happiness 0.02 —0.14 0.22 0.17 1.00 -0.01
financial situation —0.08 0.09 0.00 0.06 —0.01 1.00

pleted the survey and although this sample is too small, 75% noted a positive
answer.

Table 1 shows a correlation matrix that relates the lottery question to partici-
pants’ age, gender as well as perception about their job, life, and financial
circumstances. Contrary to some studies (Morse and Weiss 1955; de Voogt and Lang
2017), age is not related to “yes” answers in this dataset.

7 Discussion

This survey provides a series of surprising results. It confirms the notion
expressed in the literature that the scores on work ethic are gradually falling in
industrialized countries such as Japan. It is remarkable though that in this nation the
score already dropped to around 50% while the lowest scores so far have been
above 60% in other industrialized countries. As multiple studies have shown that
such scores are independent of the type of employment (Tausky 1969; Kaplan and
Tausky 1974), the drop of this score in Japan is not immediately explained by the
specificity of the sample. The data also confirmed that the difference between the
different types of workers within Minpaku does not seem to be significant. A more
fine-grained analysis would perhaps show otherwise but at present, the number of
people for each type of position in the museum organization does not allow for such
a statistical analysis.

Although the data from Minpaku seem to confirm a rapid decline in work ethic
as defined by the lottery question, the small number of surveys collected at other
museums in Japan seems to contradict this result. This raises the question whether
this result is specific for this institution or can be generalized for all museums or for
Japan. The contrast with other museums, however, is complex. The Minpaku survey
did not include curators while the other set that was collected did. Also, the smaller
set is taken from much smaller institutions so that the responsibilities of individual
staff create a rather different job description. This leaves at least two possible expla-
nations: the difference is organization-specific, or the difference is job-specific. Both
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explanations contradict earlier findings in the literature on work ethic. It is noted
that the scores for job satisfaction were not significantly different between the out-
side museums and Minpaku. It is, therefore, of interest to expand the survey to other
museum institutions to verify if there are significant differences between organiza-
tions or specific jobs that are brought about by the lottery question.

Additionally, it would be also of interest to compare data from public museums
with sets of data from government offices. The social discourse in Japan suggests
that people prefer to be government officials rather than private or public company
employees due to their higher job stability. It may explain why work ethic of the
workers in public museums is generally low. It does not explain, however, why the
scores of the temporary employees and outsourced workers are not significantly dif-
ferent from those of regular employees at Minpaku.

Museum environments allow us to contrast a diverse set of workers in one
organization. Understanding the differences between the groups within an organiza-
tion as well as in contrast with outside peer institutions helps current management
and also the disciplines of organizational psychology and management to more
effectively address the needs and well-being of its people. It confirms that studies of
museum organizational behavior have a wider application and significance.
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Appendix: Questionnaires

If you were to get enough money to live as comfortably as you would like for the rest of your life,
would you continue to work or would you stop working?

] I would continue to work || I'would stop working
How old are you?: yrs
Are you: I male | female
Are you married? .|  no I yes
Do you have children? ||  no ] if yes, how many?

What is your highest level of education?
|_| elementary school | | junior high school | |junior high school | |university / college

What is the name or title of your current job?
How many people do you supervise?
What are the main (important) tasks you need to do in your job?

1.
2.
very very
dissatisfied satisfied
How satisfied are you with the nature of the work you 1 2 3 14 |5
perform?
How satisfied are you with the person who 1 2 |3 |4 |5
supervises/facilitates/administrates you?
How satisfied are you with your relations with others in the 1 2 3 14 |5
organization with whom you work?
How satisfied are you with the pay you receive for your job? 1 2 |3 |4 |5
How satisfied are you with the opportunities which exist in this | 1 2 |3 |4 |5
organization for advancement or promotion?
Considering everything, how satisfied are you with your 1 2 3 14 |5
current job situation?

In general, do you find life
Il exciting || pretty routine | dull

Taken all together, how would you say things are these days? Would you say that you are
L] very happy ] pretty happy || nottoo happy

How do you consider your financial status relative to other people in this country

far below average  below average average above average far above average
What is your religion?

What is your nationality?

If people who work in your country were to get enough money to live as comfortably as they would
like for the rest of their life, how many (out of 100%) do you think will answer:

(A) __ % They would continue to work (B) __ % They would stop working (A+B=100)

If people who work with you every week were to get enough money to live as comfortably as they
would like for the rest of their life, how many (out of 100%) do you think will answer:

(A) % They would continue to work (B) % They would stop working (A+B=100)
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