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Chapter 6 :
Professional Responsibility in an Age
of Experts and Large Organizations

Steven Brint

The Anglo-American professions originated as occupations that dealt with very
sensitive and high-stakes matters: life and death in the case of the medijcal profes-
sion; the circumstances of one’s liberty and fortune in the case of the legal profes-
ston; the salvation of the soul in the case of the ministry. In matters of such ontological
significance, trust was naturally an important part of the relationship between pro-
fessional and client. The truly high status professions of medicine and law were
based on the economic relationship of fee-for-service. Of course, they required
higher education, but, unlike today, higher education was intended for elites and
practice in a profession was for the most part limited to the sons of the gentry and
merchant classes. The idea of professions as built on a special relationship of trust
between practitioners and clients grew out of this matrix of social status-based
recruitment and fee-for-service practice (Elliot 1972, Introduction; Larson .1979:
chap. 2; Reader 1966). The professional man was not only someone who had studied
and practiced in a field that required a certain depth of specialized knowledge; he
was, ideally, also an adviser and counsélor and a person who could be depended
upon to defend one’s interests vigorously based on a personal commitment cemented,
but cemented only, by a fee. Many professionals of the era did not fit the ideal-typical
economic and social circumstances of the “trust™ professions, but that did not matter.,
The notion of professional practice was narrower than it is today, and salaried men
were not often accepted as “true” professionals (see Larson 1979: chap. 2).

The rise of large organizations in the nineteenth century created demand for cadres
of new types of salaried experts — engineers, accountants, urban planners, social
workers, and many others (see, e.g., Bledstein 1976; Wiebe 1967). Intellectuals
like R.H. Tawney attempted to generalize the trust relationship to these new salaried
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professions by emphasizing the responsibilitics of professionals as guardians of
social values, or what I have termed “social trustees” (Brint 1994: chap. 1). Let me
quote him here: '

[Professionals) mzy, as in the case of the successful doctor, grow rich; but the meaning of
their profession, both for themselves and for the public, is not they they make money, but
that they make health, or safety, or knowledge, or good govemment, or good law..,
[Professions uphold] as the criterion of success the end for which the profession, whatever
it may be, is carried on, and [subordinate] the inclination, appetites, and ambition of indi-
viduals to the rules of an organization which has as its object to promote the performance
of function (Tawney 1948, Pp- 94-95). .

These functions, for Tawney as for many others who sought special social status
for the professions, were activities that embodied and expressed the idea of larger
social purposes. This connection between advanced education and service to society
elevated the social importance of the new salaried professionals, while providing
them with an ideology around which to organize as a distinct, morally elevated
stratum in society. Unlike business people, they were not simply interested in sell-
ing their services for a profit. They had larger civic and social responsibilities. The

-non-capitalist, even anti-capitalist elements in this ideclogy are worth emphasizing,
As Iwrote in In an Age of Experts (1994) in this respect, the idea of professions, so
intertwined with the development of modern capitalism and the médern welfare
state, nevertheless showed a remarkable resonance with much older pre-capitalist
cultural and political formations: not only elevated social purposes, but the idea of
work in a calling, collective self-governance, and high levels of self-direction in
day-to-day activities.!

In its inclusiveness, the ideology of social trustee professionalism served many
important functions for members of occupations that required higher-level degrees
and aspired to a distinctive status in society. Occupations like school teaching and
social work with dubious technical knowledge bases could nevertheless claim a
kind of moral superiority, and they could at Jeast look forward to further technical
advancements as an important aspiration for the future. Occupations like engineer-
ing with their secure technical bases often found it convenient to identify them-
selves as serving larger social purposes.

The same sentiments expressed by Tawney, but framed in occupation-specific terms,
were the conventional wisdom of the leaders of professional associations during the
nineteenth and early twentieth centuries. We can begin to show this by examining the
speeches of leaders of professional associations and the colleges and universities that
produced professional men and women. Charles S. Levy and I studied the speeches of
leaders of ten professional associations during the period 1875-1995. We also coded

' The origins of the sense of professionals as serving particularly elevated social purposes and the
latent or explicit anti-capitalism of protessional ideology differs somewhat in ‘continental Europe
with the higher status of the civil service there and the connection between professionals and labor
unions in the building of social democratic movements in countries like Sweden.
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the inaugural speeches of presidents of four prominent colleges and universities.2
In each speech we coded the incidence of more

sions (Brint and Levy 1999).

W’hat did professional elites mean by serving civilization? This varied from pro-
fession to profession, but, in broad outline, the ideals followed the frame of social
resppnsibility described by Tawney. College and uaiversity presidents emphasized
the importance of the diffusion of knowledge, the creation and perfection of a
“higher vision™ of life, and the cultivation of desirable qualities of mind. Leaders of

lent fashion. James O. Broadhead, the first president of the American BarAssociation,
for example, evoked a common theme of lawyers and Judges as the “wise guides”
of sc_)ciety: “It is the business of those who have studied [the Jaw).. .to see that public
sentiment springs from a pure fountain and flows in an unobstructed channel, and
[that] pursuance of its mandates shal] secure to each citizen the fullness of individ-
val existence and Impose so much restraint on each as is necessary for the good of
all” (Broadhead 1879, 70). Presidents of the American Institute of Architects evoked

AMA’s House of Delegates, Dr. H.H. Shoulders challenged his colleagues: “Let us
again concern ourselves with advancing the science of medicine, with meeting the
standards of medical education and with delivering a higher quakity of medical ser-
vice, ever mindful that science without a soul may be cruel and mhemane, where
science possessed of a soul is the very highest achievement, the apotheosis of
humanity™ {Shoulders, quoted in Fishbein 1947, 483).

Civilizational themes were, however, never dominant in the sclence-based pro-
fessional associations: the American Chemical Society and the American Society of
Mechanical Engineers. Instead they focused on the technical achievements of their

le_ss su:'ictly academic professional associations, we coded speeches of presidents of the Ametican
Historical Association, the American Political Science Association, and the Modern Lansauage
Association. The colleges and universities were the Unjversity of California, Bcrkele; tﬁe
University of Chicago, the University of Pennsylvania. and Pewmaon moaie . . '
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fields.? During the early years the presidents of the American Psycl?ol.ogj.cal
Association worked hard to establish the scientific bona fides of the_ new discipline,
also focusing on technical achievements. Unlike in the other _assoc1at_10ns we stuc}—
ied, soctocultural themes grew in importance in the APA dunng the two later pen-
ods and discussions of the technical achievements of the discipline receded.

The Rise of “Expert Professionalism™

The years 1880-1930 were the heyday of social trustee professionalism, and by the

1960s this ideology was in decline. A big part of the difficulty professional elites -

found in sustaining it was that some of the most important and fastest-growing pro-
fessions — including engineers, accountants, and management c91-13u¥tants - _saw
nothing particularly wrong with the pecuniary purposes and Fhe utilitarian t;:r;xcudc?s
of business enterprises, and they did not feel the need for an Ideqlogy that helpe hio
differentiate high-minded professionals from low-nunc?ed‘ business people: T- z
was evident in the speeches of leaders of scientific associations from me_bei;lnmlllf
_ of the period studied. A second difficulty is that the era of occupation : sih ;,
regulation waned. The state and corporations took a larger and-larger rol'e.n:} the
regulation of the professions, often taking up the cause of consumers and cnh;:lmixt;
the tendencies of professionals to feather their own nests. Thus, for example, e
maintenance organjzations developed in large part tc.) control the exprbztant trea;—
ment costs of fee-for-service doctors (Starr 1982; FIeldSOI:l 1993). This 1att§r daei\.re -
opment was a particularly hard blow for the ideology of soc1a1‘tmste/e pro‘fess-mn élsjni
becanse now it was the state and other efﬁciepcy conscious org-atn1z::1t1011s§f a
appeared to be serving the interests of client.s against tl@ pecuniary mterestsbo prod
fessionals. A third obstacle was that professional as.soc%atlons. became large urez;u
cratic entities in their own right, and internal organizational life became a focus,f or
leaders of the professional association rather than the larger purposes the Il)rofes—
sions served. By the last period Levy and 1 studied (1970—?995) sc.:)c:loc‘ultu.ra refer-
ences constituted only about one-quarter of the r_heme§ in presidential speeches.
Issues related to membership concerns and internal act:1_v1ues, such as task forces
and committee Tecommendations, assumed a corrcspon‘dmgly l'arger share of atten-
tion. ABA President James D. Fellers used his speech in the mid-1970s, for exam-

ple, to describe the formation of 15 commissions and projects to examine

controversies in such areas as information technology and the law, accounting prac-
tices, media law, and medical malpractice (Fellers 1975). - .

1 have argued that a narrower ideology of “expert prqfessmnahsm_ - the fo_cr;i
on the value of specialized skills requiring higher education - filled the 1deolog1c
space conceded by the dwindling number of advocates of social trustee profession-

Several presidents of ASME in the years between 1930 and 1970 did ‘b_ecome intcrcsted_ ii $e
intersection of techrology and social life, leading to a temporary surge in themes concerning the
civilizational and civic values of engineering.
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alista (Brint 1994: chaps. 1-2). The archetypal “expert professional” saw him or
herself as having acquired specialized skills through advanced training in a formal
body of knowledge and working in areas requiring not only skill but judgment. The
outlook was more technocratic than service-oriented. Expertise is used to aid orga-
nizational (and personal) advancement rather than ary “aims™ society might have
for professional service. Formal rationality and utilitarianism were intrinsic to
expert professionalism Just as substantive rationality and service ideals were Intrin-
sic to social trustee professionalism. The outlook of expert pr

ofessionalism is cap-
tured well in David Halberstam’s portrait of an archetypal figure of mid-twentieth
century America, Robert McNamara, chief executive of the Ford Motor Company

and later Secretary of Defense under Presidents Kennedy and Johnson. Halberstam.
wrote of McNamara:

{McNamarz) symbolized a rew kind of executive in American business. .. (men) who were
maodern, well educated, technicians who prided themselves that they were not tied to the
past but brought the most progressive analytical devices to modem business, who used
cornputers to understand the customers and statistics to brezk down costs and productions.
AtFord what distinguished McNamara was the capacity to bring 2 detailed financial system
to (repair) the almost total disorganization of the company. He was brilliant at systematiz-
ing, telling Ford where it was going before it got there (Halberstam 1969, pp. 231-232),

Although be quickly rose to the rank of star executive, McNamara had formerly
been a teacher at the Harvard Business School, one of the many places that brou cht
efficiency-mindedness and problem-solving expertise into trained alignment. He
symbolized the mind-set of the engineer in the service of organizational objectives
that I see at the heart of expert professionalism. A representative paean to expert
professionalism can be found in Daniel Bell's The Coming of Post-Industrial Society

(1973), here in a section on the significance of new intellectual techrologies for
solving social problems:

An intellectnal technology Is the substitution of algorithms.. for intuitive judgments. These
algorithms may be embodied in an automatic machine or a COmpUter program or a set of
instructions based on some statistical or mathematical formula; the statistical and Jogical
techniques that are used in dealing with ‘organized complexity” are efforts to formalize a set
of decision rules...The chain of multiple calculations that can be readily made, the multi-
variate analyses that keep track of the detailed interactions of many variables, the simulta-
neous solution of several hundred equations — these feats which are the foundation of

comprehensive numeracy — axe possible only with (the primary) tool of intellectual technol-
ogy, the computer {pp. 29-30).

Whether or not one agrees that “expert professionalism” describes the dominant
professional ideology from the mid-twentieth cen

tury to today, it seems clear that,
structurally,

about all that remains in cormmon across the professions is that: (1) they
bring (some degree of) specialized skill and a (some Jevel of a) formalized knowl-
edge base into the Iabor market, (2) they have high levels of education and therefore
higher than average standing in society, and (3} they do not have line authority in the
management of organizations. The ideology of social trustes professionalism per-

*Because they frequently interact and inter-marry, college graduate professionals and Tnanagers
are probably better thought of as members of 2 common social class. in Max Weher's senze of the
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sists in many of the human services profession§ - in occu;‘)at.ions like school teaclym—_
ing, public law, and parts of general care medlc'me. - b_ut it 1s rather uncomrporli in
the professions whose work is primarily quantitative in nature, conducted in _or;
profit corporations, and well remunerated. The more spec1.ﬂc concern for serving
the underserved has become connected with bids for symbolic statu.s (and addmor}al
resources) by members of a subordinate fraction of the profeSS{onal-managenal
“stratum, typically those working in government and non-profit social welf_arfa agen-
cies and among those who are sensitive, for whatever reasons, to the injustices
caused by poverty and disadvantage.

A Revival of Social Trustee Proféssionalisrn?

The social philosopher William M. Sullivan is perhaps the most prominent modern
advocate for a revival of professional responsibility along the lines spggested by early
twentieth century progressives. Sullivan’s proposal focuSt_:s oD creating a new genera-
tion of professionals who embrace a stronger sense of social purpose. Theg./ derive this
orientation from educational training that includes a strong social and etb:}ca.l compo-
nent. Part of the reawakening Sullivan advocates requires a proper appretiation of the
professional—client relationship. He defines this as “the stanc.:e of I'nttﬂhgel’.lt resl.aon;
siveness on the part of individuals to expectations of th.eJ.t s9cial relanonshlps. _
T agree that shoring vp what Sullivan calls the “third apprent:lceshlp — the apprentice-
ship into the values and social responsibilities of the professmq —can bea helpf}ﬂ way
to revive professionals’ interests in their civilizational responsibilities, at Jeast in Limn-
ited ways. Others represented in this volume argue that the development of a sense of
responsibility for reducing inequality and serving the underser‘ved would be an appro-
priate and broadly appealing functional equivalent to the soc1@ trustefa professional-
ism that united much of the professional stratum during and immediately after the
ive Era. .
Pmli?riasons that I.will discuss in the remainder of this cbapte;' I do'ngt_ think that
a coherent and broadly inclusive ideology of professional responmbﬂ%ty can be
- reconstructed in the twenty-first century. Any effort to do so woulhd require realism
about four decentering elements in the circumstanc.es f’f prf)fessmnal life: ('1) _the
limited appeal of contemporary versions of progressive 1dea.l1‘sm; (2) the contm_umg
prominence of occupational skill and expertise in thel deﬁmt}on of the profé.:ssmnal
stratum; (3) the decisive role of formal organizations in shaping and allocatmg- pro-
fessional responsibilities; and (4) the contested anc_l unsettied pature of professn?n_al
responsibilities in practice. I do not think that the issue of profcssmn:_al res'popmb.ﬂ-
ity is unimportant or beyond discussion. Instead, I will argue that 1_dem1fy1ng its
influence propetly will require piecing togethér the net result of multiple strands of
supportive ideology and supportive orga:ﬁzational.anangements, rather than focus-
ing on the development of a single broadly appealing framework.

. Brint 2001).° The knowledge sector, defined in this way,

" Flordda’s (2002) urban future of science-based indus
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The Limited Appeal of Progressive Idealism

Let me examine first the Hmited appeal of contemporary versions of progressive

idealism. We can gain a sense of the size of the group to which politicaily liberal
ideals about professional responsibility might appeat by looking at the profession-
ally dominated industries and then picking out those in which progressive ideals are
most likely to resonate. An industry-based analysis is preferable, in my view, to an
individual-level analysis because concentrations of sentiment are more important
for effective political action than the sheer distribution of sentiments, and concen-
trations are better examined at the industry level.

To define the industries of interest, I will use a simple criterion:
dominated industries are those in which atJeast 5 % of employees hold graduate or
professional degrees. Graduate degrees are concentrated in fewer than 70 of the
many hundreds of industries the government identifies in its standard industrial
classification. When I began to track these industries in the late 1990s, the list that

resulted from using the 5 % criterion included all industries that previous writers

had identified as falling within the sphere of the “knowledge-based” or “post-
industrial” economy.’

Table 6.1 displays the list of “knowledge economy” industdes from the 1990-
2010, together with the proportion of employees with graduate degrees in these indus-
tries, according to an. analysis of the General Social Survey (GSS). To qualify an
Industry must have had at least 25 respondents to the GSS during the period. This
limits representation in the “knowledge sector” due to statistical fluctuation. The
actual proportions will obviously vary by a margin of error which itself varies by the
size of the industry population in the GSS. Here I include only the industries that
remained on the list from the last quarter of the twentieth century through 2010 (see

professionally

, Includes agricultural services,
mass media industries, chemicals, plastics, pharmaceuticals, computers and electronic

equipment, scientific instruments, banking, accounting, consulting and other business
services, medical services and hospitals, educational services (obviously including
colleges and universities), legal services, and nearly all of government.”

My approach was strictly empirical and consequently refused to take sides
visions of post-industrial society — between Daniel Bell’s
and “quality-of-life” services, Thomas M. Stanback’

between the contending
(1973) emphasis on high-tech industdes
s (1981} rise of business services, or Richard

tries joined to civic planning and the arts.
#Thanks to credential inflation, 2 few new industries Joined the list for the first time in the 2000s,
including some, like Jjewelry and sporting goods, no theorist of post-industrial society would wish
to include in the “knowledge economy.” ’

71 conducted a separate analysis to determine how much the knowledge sector was contributing to
the gross domestic product over time. I found that the knowledge sector accounted for approxi-
mately 37 % of GDP in the last quarter of the twenticth century (Brint 2001), growing from just

over one-quarter in 1959 to nearly two-fifths in 1997 With the help of graduate student Jacob

Apkarian, I recently updated these estimates. Knowledge sector industries continued to be among

the most dynamic in the economy in the early 2000s. Taken collectively, they still did not constitute
the majority contribution to £ross product, but by 2010 thev wera aattine wdnan 4% i o .-
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Table 6.1 U.S. “knowledge economy” industries, late twentieth and eaily twenty-first century

Table 6.1 {continued)

1990-2010
cimuiiaﬁ:e gercent 19902010 v ‘I’ii?‘;ig‘l’g percent
w/graduate degree —
E)fﬁca): of health practitioners, not elsewhere classified | 0.500 42 Petroleum products ;V g,;r;z duste degreg 199(1:'62010 i
n.e.c. : : : -
Colleges and universities 0.398 723 i]:sl:_thccf::,ﬁ;j;l]j? ot::;?ﬁéa:ai;yonem pehe -(?%,6____
Legal services 0350 297 Theaters and motion pictures 0.0;9
Non-commercial educational and scientific research - 0311 61 Banking 077 155
Elementary and secondary schools © 0299 1,904 Petroleun and coal products ggjﬁ__ 470
Commercial research, development, and testing labs 0.288 52 Optical and health Services supplics F()'F;i‘—"—_ 124
Musenms, art galleries and zoos Oigg 2: Alrcraft and pasts F()’/%n_” li
Educational services, n.e.c. 0. Printi — —— - i
Engineering, architectural, and Surveying services 0.227 203 n z:js‘;')l;i:eg:bhshmg, and allied Industries, except 0.066 272
Miscellaneous professional and related services 0.221 95 Advertising 0084
Social services, n.e.c. 0.216 310 Book 2nd stationery stores W+
Offices of physicians 0.204 - 260 Real estate, incly ding real citate-insurance Taw offions W—" 7
Religious organizations (0.202 183 Newspaper publis hing an d printing 0‘060 500
Business management and consulting services 0.185 . 184 Insurance . 0' 060 116
Computer and date processing services : 0.183 268 Alr transportation W‘——-—__ﬁz
Security, commodity brokerage, and investment companies | 0.176 170 Credit agencies, n.e.c. m_—*__l_ﬁ__
Pharmaceuticals 0.165 91 Total : 156
ces of dentists 3 old = Industrie ; i s .
Blootonc computins saviomen: Ve — during the g olds In which employees were Significantly more liberal than the adult population
Guided missiles, space vehicles, and parts 0.140 57 Halicized Bold = Industries ia which employees were more libera] than the adult population during
Administration of human resources programs 0.135 163 the period, but cot by 2 statistically significant margin ©
Agricultural services, except horticultural 0.126 87
General government, n:e.c. 0.124 347
Telegraph and miscellaneous communication service 10,122 ’ 82 Politically . libera] kHOWIedge—economy industries are th OIS e showine .
Administration of economic programs 0.120 117 o cally significant differencg in mean scores on a seven-point libera] Bg a Statl?u‘
Scientific and controlling instrments 0.115 26 " scale between members of the industry aﬁd the American a dult § —Clon:servamfe
National security and international affairs . 0.111 468 seven-point scale is an imperfect but w delly used measure that§ fPC;}I)u atlion. _Thls
Administration of environmental quality and household | 0.110 100 correlated with more specific topic-based measures of poﬁtxi afrhbﬁ;g H}]ucg]iz
rogran
;a;io ::d television broadeasing 0108 7 Gr]oss 2013: chaps. 3-4). In Table 6.1 I have bolded the industries in which libera
Henlth semicer noe i prT political Views tended to prevail. The Teve] of liberalism in these industries was
oIS, DA — - significantly higher than that found in the American population as a whole d
Job tnun.mg and .Vf)canona] rehabll[tz.mon ser_vxces 0.103 29 the period stu died, 1990-2010.8 T have italicized those ind as a whole l'Jnna
. Acc.ounn.ng, audxtmg-, _a_nd bo?kke,epmg services 0.101 138 views were more liberal thap e mean but differoney Industries in which political
Reszdc:’nnal cart‘zfaczlztzes., without nursmg_ 0.099 91 ti_cal significance ar P<.05. These are indus tries 1 hll nhn;eans do not reach statis-
Electrical machinery, equipment, and supplies 0.098 51 to stronger identifications with liberal polit; ,ln which tuture change could lead
Hospitals 0.095 1226 political views.
Photographic equipment and supplies 1 0.094 32
Business, trade, and vocational schools 0.091 33
Membership organizations 0.088 . 102
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The politically liberal industries in the “knowledge economy” include significant
parts of government, human services, higher education, bealth services, and media.
They do not, however, include elementary and secondary schools, offices of physi-
cians, any of the business services industries, or government executive or security
agencies. If we include only the bolded industries, those in which differences in
political outlook were statistically significant from the American population at
large, the politically liberal industries include only a minority of industries (14 of
57) and only a relatively small proportion of employees in the knowledge-economy
sector (21 %). If we include the italicized near-liberal industries together with the
bolded, clearly liberal industries, slightly more than half of the “knowledge econ-
omy” industries listed (28 of 57), but still fewer than half (43 %) of the total number
of employees are in the liberal camp.

We cannot expect professionals in most of the industries listed above to embrace
ideas about reducing inequality and serving the underserved. Professionals in gen-
eral tend to be more liberal than business people on social issues, such as the role of
religion in public life and the extension of opportunities for minorities and women.
But when questions engage issues of economic distribution, equality of results, and
taxation, most professionals shift back toward the more conservative positions typi-
cal of business people (see Brint 1994: chap. 5; Brooks and Manza 1999).

The Morality of Expertise

Although the two are often counterposed, it is unclear to me that expert profession-
alism necessarily implies a lower level of social responsibility than more explicitly
value-based ideologies. An important caveat is that for skill and expertise to register
an autonomous moral impact they must be rooted in the relevant occupational com-
munity, rather than embedded in the regulatory apparatus of the state or the market.
Expert professionalism carres with it the spirit of a distinctive form of social
responsibility and one that can be at least as potent as the high-minded, but vague
idealism of 2 Tawney. Professional craft skill is training to make an improvement in
the circumstances of clients. For the teacher it is an improvement in stadents’ knowl-
edge and motivation to learn. For the physician it is the treatment of a patient’s ail-
ment and motivation to maintain a healthy lifestyle. These craft skills are rooted in
social relationships: teacher—student and doctor—patient. These relationships foster
interpersonal responsibility and, cumulatively, also an incremental contribution to a
broader social responsibility.

We can subject this idea to thought experiments that bring the point home.
Imagine a doctor who fully commits, as a normative ideal, to the improvement of the
health of the patients she encounters — or even, as Tawney proposed, to the health of
the larger society. Let us say she feels responsible for enacting this normative ideal
in all of her encounters with patients and other citizens. But let us also say that this
physician is poorly trained and cannot diagnose or prescribe properly. From the
perspective of interpersonal and social responsibility, how unimportant is the craft
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aspect of professional knowledge as compared to the socially normative elements of
Tawney’s ideal? The opposite circumstance is equally illuminating: fn what esteem
should we hold the physician who is an exceptional diagnostician and communi-
cates exceptionally well with patients, but has no sense of professional Tesponsibil-
1ty beyond the perfection of craft in patient c

! . are? Who can say that this physician
lacks efjfecuve social responsibility? In teaching, we have the analogous examples
of the high-minded idealist whose students learn little because he has not mastered

the techniques of effective instruction, motivation, and assessment as compared to
the master teacher whose sense of social responsibility extends no further than the
evidence of learning and the motivation that he produces in his students,

Craft skill and social idealism are not mutually exclusive, of course, and the
sense of social responsibility commended by Tawney can certainly elevate profes-
sional life. But the combination is rare, and the rhetoric of elevated morality is a
poor substitute for the solidity of craft, if the latter is missing. If forced to choose
one, w}]ich should we choose, given that the issue of responsibility is addressed,
albeit in markedly different ways, by both? In Table 6.2 below, I provide an answer:
The common factors among those who deserve our esteem, those on the left side of
the diagrarm, are effective craft skills,

In any efforts at ideological reunification of the professional stratum, respect for
technical and interpersonal skill in the provision of services will be essential for
segments of the professional stratum that are closer to engineering
vices. The human services too have much to gain from a height
_tgchnical skill. In parts of Asia where students perform better than they currently do
in the United States, the school teacher is thought of more as a virtuoso performer
than as an empathic care-giver (Brint 2006). Of course, nothing is wrong with
empathy as long as it is accompanied by techniques that lead to results. It follows

that excellent training will be essential to all segments of the professional stratum 50
that craft skills can be realized consistently in practice.

than human ser-
ened respect for

Table 6.2 Distribution of professionals in relatios to two forms of distinction

Level of craft skills/expertise

High Low
- . I
High Skilled, socially I Unskilled, socially
idealistic I idealistic
) practitioner I ctiti
Moral aspirations I prachtoner
1o serve clients I
and/or society  Low Skilled, socially I Unskilled, socially
disengaged I disengaged
practitioner 1 practitioner
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- The “Collective Organizational Worker”

The management scholar Paul Adler and his colleagues have argued that few pr.ofes—
sionals were ever solely responsible for the well-being of their clients or patients.
Most always worked in teams. This situation is certainly the porm today. Few
patients, and none with serious medical issues, are treated solelly by a single MD A
whole professional team — each with trained expertise — is involved. In 51_1rg'1cal
cases, this team would include nurses, general practitioners, medical speqahs.ts,
anesthesiologists, surgeons, and physical therapists. One doctor may be primarily
responsible, but the treatmeent cannot be a success without the joint laboF of many
professionals. For this reason, Adler and his colleagues focus not on the 1nd1v1d1'1al
professional but on what those in the Marxist tradition would call the “co-llectwc
worker,” — that is, the ensemble of professionals who are jointly resp0n51b1§ for
treating patients, educating students, and managing the needs of business clienis
(see also Adler et al. 2008; Heckscher and Adler 20086).7

In tandem with Adler’s conception of the “collective professional worker,” T would
suggest the need for a complementary conception of the “collective organizational
worker.” Without the “collective organizational worker” neither the public’s nor the
government’s expanding expectations of professionals’ responsibilities co1_1}d be met.
To understand professional responsibility it is therefore necessary to examine organi-
zational life and to analyze the differing expectations interest groups have of large
and prominent organizations as compared to small and litfle-known organizations.

The smaller the organization, the less developed the relationships with the out-
side world and the fewer the expectations of clients and others who have an interest
in the performance of the organization. At one end of the spectrum are legal and
certified public accounting firms run by a small number of partners or even a solo
practitioner. These firms can practice with little reference to expectations bfayond
serving the needs of clients and, when times are bad, the firm’s need to recrmt_new
clients. Even these firms must typically employ an office manager to bill clients
and to monitor the firm’s compliance with state and professional regulations.
Clients and other stakeholders make more numerous and more complex cla'uqs
on larger and more prominent organizations. Consequently, the capacity of indi-
vidual professionals to engage with the responsibilities society plages on them
declines with every increase in the size and prominence of the organizations that
employ them. -

Let me illustrate with an example drawn from an organization with which most
readers will be familiar: research universities. The leading professionals in these
organizations are the members of the faculty. The institution identiﬁe_s the m:ain
facets of their professional responsibility: research, teaching, and service. During

*New regulatory frameworks are building in interesting ways on the team model. In exper_imentai
sites doctors are no longer being reimbursed individually for the weatments they prescribe, but
rather teams are reimbursed and deductions are made when avoidable faults are found in treatment,
This puts a premium not only on collective responsibility, but on careful uses of checklists to man-
age patient care. : .
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but their level is not reached by many.

The challenge of achieving recogrition even in one’s own narrow specialization

area precludes attention to many facets of the professional role that could jn theory
be considered matters of professicnal responsibility. Where gaps develop, the univer-
sity deploys specialized offices to handle this expanded set of professional responsi-
bilities that professors are no longer able to address. A faw examples: Advising
students can be considered a sphere of professional responsibility related to teaching,
Research university professors continue to advise graduate students, but they are
only rarely invelved in advising undergraduates. Instead, an entirely separate staff of
professional advisers grows up to fill this all-but-abandoned responsibility. Similarly,

* professors may be conscious of the desirability of inclusiveness so that students from

all backgrounds will feel comfortable in class and on campus, but most are not pro-
fessional experts on inclusiveness and they have limited time to monitor the extent to
which inclusiveness is being achieved. Universities consequently create offices of
equity and diversity to monitor campus climate, Similarly, excellent teaching requires
knowledge of developing capacities of instructional technology. Some professors
keep up to date with these developments, but most do not have the time to do so
because they are spending most of the time they have writing papers and keeping up
with developments in their own scholarly and scientific fields. Again the solution is
organizational: an office of instructional technology, often complete with course
designers, is put under the management of expetts in information technolo 2y.

These are a few illustrations of a manifold reality. To sketch the circumference of
this reality, I will provide an (incomplete) catalog of university offices that have
become common surrogates for professionals in what can be considered primary
areas of professional responsibility. In the domain of research, these offices include
federal and foundation relations; research ethics and protection of human subjects”
boards; grants administration; envirenmental, health and safety; capital planning and
construction; purchasing; economic development; and technology park administra-
tion. In the domain of teaching, these offices include instructional technology; under-
graduate and graduate advising; academic support services; prestigious scholarships
and awards; assessment; new faculty preparation and mentoring; equity, diversity,
and inclusion; off-campus study opportunities; and career counseling. In the domain
of service, these offices include community relations; government relations; strategic
communications; K-12 outreach; educational TesouUrces management; campus tours;
athletic administration; website managers; and conve

ners of citizens-university com-
mittees. Selected faculty members are recruited 10 serve on advisory committees for

these offices, but the primary “professional responsibility” lies with the division of
functional offices to represent not the professional body but the university;

The university’s responsibility exceeds professorial responsibility because the
costs of ignonng vital relationships are too great; the expectations of students and
communities for services have expanded; and, perhaps most important of ail,
because regulatory requirements have greatly increased (Fhrenhera M1 Mavaie
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into conflict with these rising expectations are the fixed number of hours in Lhet day
and, in many institutions, the increased expectations professox;s face for gclneve—
ment in the three major areas of merit evaluation. When evaluation expectations are
high and time is scarce, professors are happy to consign components of an expand-
ing environment of “professional responsibility” to orgamzauonal. swro gat.es. .
‘What I have said about universities is also true of other organizations in which
professional judgment is central. Doctors, for example, are typically too busy work-
ing in patient care (and, in some cases, also research) to manage many new areas of
professional responsibility. They do not, for example, know en.ough about Medlca?:e
reimbursement to advise patients about it. They have not studied enough of the 11?—
erature to develop protocols for maintaining antiseptic conditio_ns. Some are quali-
fied only to talk about treatment of disease and not about the mamtenancc? of hee?lthy
lifestyles. Most are not experts in insurance and therefore cannot advise Patwnts
well on what is and is not covered by insurance. They are not all experts in com-
munication and therefore cannot always explain to patients what is required fc?r
improvement in a way that patients can understand. In a health maintenance organi-
zation, these tasks (or backup for these tasks) are assigned to offices staffed by
trained surrogates. o
Some responsibility functions performed by organgtlonal surrogates may over
time migrate into ordinary professional practice. This seems to be l}appemng
(slowly) in universities in the area of utilization of iIlStrl:ICtIOIlal tech‘nologles. It also
seems to be happening in HMOs in the area of maintaining hcarlthy h_festyles: Values
and practices that are central to the technical core of p.rofessmnal occupations are
likely candidates to become embedded in practice, while }'alues and pracﬁces' that
are important to stakeholders but peripheral to the techruf;al_ core of lprofessm-nal
work are likely candidates for continuing to be under the junsd.}cmn of organiza-
tional surogates. However, in the world of professionals: change is often slow am.:l it
may take a new generation to inhabit expanded expectations even in arcas that align
with traditional core activities.

The Contestation of Purposes

‘When we talk about professional responsibility, we need to ask more speciﬁc‘ally
“responsibility for what?” and “responsibility to whom?” Tawney’s abstractions
{(health, safety, knowledge, good government, good law) are tf_m vague to pe
particularly meaningful today. Physicians were once charged with ueaUng _d1s—
eases and debilitating physical conditions. In addition to treatment physicians
are now charged with helping patients maintain a healthy lifestyle.ﬂmough exer-
" cise, diet, avoidance of dangerous substances, and Iistenigg to their bodle_s. Our
conception of what health signifies has changed due to @s struggle of ideals.
Similarly, teachers were once charged with providing subject matter knowledge
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and basic cognitive skills to their students,
students to learn became an imp
teaching practitioners. With this
folio of learning activities,

Later the capacity to motivate
ortant element in the expectations we have for
new emphasis on motivation came a wider port-
projects, field trips, lab experiments and other forms
of learning by doing. Today, some influential educators have advocated the
importance of teaching what nsed to be called character and have charged teach-
ers to be responsible for helping students to develop resilience, conscientious-
ness, and other non-cognitive skills (see, e.g., Tough 2012). They have done so
because they think these qualities are as lmportant, or more important to the
success of students, than cognitive skills alone.

It is important to note that these ideational struggles are not often led by
professionals. In fact, it may be that professional associations are one of the Jast
Places to look for changes in the ideals of practice. If we believe the social his-
torian Paul Starr (1982), the shift from disease prevention to health maintenance
seems to have been driven in part by insurance companies, as well as by physi-
cal fitness enthusiasts. The role of the AMA, in the early days, is unclear. The
new concern for teaching non-cognitive skills in K-12 education is the result of
a coalition of renegade economists like James Heckman, education Jjournalists,
and some outlying education reformers. The AFT and the NEA have had little to
do with it.

If “responsibility for what?” is an Important question, so 0o is “responsibility
for whom?” Treatment of some diseases (such as AIDS) were initiaily resisted or
overlooked by the medical community, because they were associated with stigma-

tized populations. It took activists to reset the agenda (Epstein 1996). Many other

health initiatives have been led by state actors and insurance companies, rather

than professionals. My reading of the history of efforts to bring a greater sense of
social justice into the educational and medical fields suggests that activists and
EEQC lawyers had much more to do with this in the beginning than the profes-
sional associations (or the universities) (Lehman 1995). The goals of greater
equity in the provision of medical and educational services may be relatively well
accepted now, but it took activists’ sense of social Justice and government’s will-
ingness to frame and enforce new policies to bring those ideals to the forefront,
Many of the authors in this volume assume that the next frontier of professional
morality will be greater emphasis on the needs of underserved communities, but
historically professional communities have shown themiselves to be interested
more often in technical skill building and civilizational horizons than in underser-
viced groups. The latter will find allies in the professional ranks but their natural
advocates are social justice activists, liberal parties,

and government enforcement -
agencies.

We live in a world in which the work of professionals is prescribed by what
publics are willing to pay for; what intellectuals, activists and policy entrepreneurs
convince them they should pay for; and by the regulations governments insist on.
These interchanges provide fertile ground for a political sociology of professional
responsibility — one that has not yet been written.



104 S. Brint

The Professional and the Organization

I do not take these points as rendering the values and moral actions of indiviqual
practitioners unimportant or beyond discussion. Universities can become mach%nes
for generating tuition revenues if value-oriented professors and staff do not continu-
ously remind their administrative colleagues that the institutions: are worth support-
ing, first of all, for their devotion to leaming, education, and dismtel.*ested researc}}.
Similarly, medical groups can become machines for generating patient revenues if
value-oriented doctors do not make cost-conscious, high-quality patient care part of

the organizational environment. Value-oriented agents, including their leading pro-

fessional specialists, can prevent organizations from slipping into the goal displace-
ments to which they seem chronically prone.

In high-functioning organizations, senior managers and profc_assional staff share
the responsibility for value orientation and find. consistency in the values they
espouse. Managers can in fact do a great deal to reinforce commitments of profes-
sionals to the ideals of client service. Ritual occasions, such as quarterly or annual
meetings, provide regular opportunities to celebrate the ideals of the profession _and
the professional organization. Organizational leaders who want to appcal‘ to the ide-
alism of their staffs typically use these ritual occasions for exactly this purpose,
among others. Awards and recognitions that are fairly distributed for outstanding
contributions and exemplary performance of duties are another reinforcer. '

In other cases, a system of checks and balances can help to keep the client in
focus. Where professionals are prone to feather their own nests, as is often t_he case,
a high functioning organization can help them to maintain focus on efficient and
effective delivery of services. Where organizations are prone to focus on revenue,
which is also often the case, value-oriented professionals can insist that pursuit of
revenue remain conditional on quality of service. These checks and balances lead to
many compromises in organizational life, compromises that are fully satisfying to
no party but that generally preserve more than a semblance of value commitment.

Mutual responsibility and checks and balances can go only S0 fa.r, however. No
single mission or broader social purpose exists for any large orgam{zatm_n or any large
professional body. Conflicts of purpose are normal. In 2 public umversuy,.for exam-
ple, the value of maintaining educational standards and the value of serving undt?r-
served populations may be equally appealing, but the two will not always gasily
co-exist. In a hospital, the value of patient-centered care and the value of seeing many
patients who would otherwise remain untreated are both appealing values, l?ut again
they produce an inherent tension. Leaders in both organizationalt and professmnal life
are not defined solely or principally by their ability to speak to larger social purposes,
although that is a qualification. They must also be skillful political actors in order to

be effective agents of substantive rationality. They create the conditions to manifest .

the values (and the related interests) they represent. They contend with competing
values and interests when they come into play. They provide a compelling case,
where necessary, about the priority of one set of values over others. And thc_ay identify
acceptable compromises where compromise is the advisable course of action.
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The Social Responsibility of Individual Practitioners

What, finally, of the responsibility of individual practitioners in the context of these -
multiple layers of organizational and political embeddedness? Individual profes-
sionals are in many cases oriented to ideals that they may, under the right organiza-
tional conditions, be put into practice, At the same time, it is essential to recognize
that ideals related to responsibility come in more than one “flavor™ I will focus on
three ideal types of moral thinking that are common in the professional stratum:
nurturance, duty, and exchange. The idea of care for non-related dependents is an
appealing rhetoric and moral regulator for political liberals, as James Hunter (1991)
and George Lakoff {2002) have both emphasized, ba
ance. This orientation is frequently aligned with the ideals of serving the under-
served. For those with a more conservative outlook, the idea of performing one’s
duty to abide by a set of transcendent principles will be more likely to resonate,
because conservatives tend to see the world in terms of obligatory absolute princi-
ples (see Hunter 1991; Brint and Abrutyn 2010). The specific transcendent princi-
ples occupational conservatives honor undoubtedly reflect differences among the
specializations that make up the professional stratum. In the world of academe, for
example, they include scrupulous treatment of evidence, skepticism in relation to
truth claims, conscientious sourcing, engagement with the Hterature — and of course
many others that would not be as relevant to lawyers, doctors, or engineers.
Utilitarians, another prominent group, are a much more difficult party to engage in
discussions of professional responsibility. But some utilitarians have an ethic that
can be influenced by ideals of professional responsibility. This ethic is built around
a sense of the reciprocal benefits of exchange. Many utilitarians who are not simply
oriented to their own self-interest can see that clients bring benefactions in the
opportunities they provide for stable practice and good salaries. Their desire to add
value for their clients is in its own way both moral and responsible.

sed on the concept of nurtur-

Conclusion

The argument I have advanced can be summarized concisely: It is tempting 1o call
for a restoration of a sense of socjal responsibility among professionals, given the
strong ethical claims that have been part of the cultural and political construction of
professionalism since the time of the gentry professions. In my view, it will not be
possible to revive social trustee professionalism -- or any derivation from it - in an
effective and honest way without emphasizing the centrality of professional skill
and the moral potential inherent in the social relationships affected by skill. Tt will
also not be possible without appreciating the fundamental significance of organiza-
tions for absorbing soclety’s claims on professionals and for shaping the contours of
professional responsibilities. Finally, it will not be possible to do so without
acknowledging the contested terrain of social responsibility and the role of
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non-professional actors in definitions and redefinitions of this terrain. We can
describe this terrain as “broader social purposes,” if we like, but we should be aware
of the extent to which these purposes represent abstractions of interested parties’
successful claims, a selection from a spectrum of possible purposes.

This is the broader context in which the value-oriented practitioner will continue

to matter. What values might practitioners hrold that will help to bring the moral ele-
ment back into professional—client relations? The answers to this question fall roughly
along a political spectrum, with care-giving images appealing to liberals, transcen-
dent occupational principles appealing to the duty-bound, and the gratitude owed for
benefits appealing to at least the more exchange oriented among utilitarians.

The “responsibility” concept cannot be revived in a single dominant form in our
age of experts and large organizations, but it can be curnulatively powerful in its
many distinct active lines of organizational design, practitioner training, and moral

- thinking joined to practice.
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