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A COMPARATIVE ANALYSIS OF EDUCATIONAL ORGANIZATICN WAS MADE WITHIN A
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FROM INSTITUTIONAL VALUES RATHER THAN FOR PRODUCING A COMMODITY OF
LO¥ TECHNICAL QUALITY, (JH)




i
1
g PUESIAN
ML S ANt g
Lo AT E
¢ 3
. 3

N “ .‘
ey B -
. N .
{‘ - ! .
B
; o
L !
»
Y A ' 4
N B
- _‘
hran |3
. “ -~ 1
Vo '
3
\~ '
. )
)
.
IS

Center for the
Advanced
Study of
Fducational
Administration

UNIVERSITY OF OREGON

Liugene

SOME PROBLEMS OF
EDUCATIONAL ORGANIZATION
IN COMPARATIVE PERSPECTIVE
BY

JEAN HILLS




- >y

©

' PAruntext provided by eric

ERIC

u. S.
S. DEPARTMENT OF HEALTH, EDUCATION AND WELFARE

. Office of Educati
Fhis document has been reproduced e 20

person or organization i
originating i Points of vi
. e
A 'do not necessarlly represent official ofﬂco‘:for' opmlnlons
Positn or p‘"C’t e

SOME PROBLEMS OF EDUCATIONAL ORGANIZATION
IN COMPARATIVE PERSPECTIVE

By

JEAN HILLS
Research Associate

THE CENTER FOR THE ADVANCED STUDY OF
EDUCATIONAL ADMINISTRATION

University of Oregon
Eugene, Oregon

A paper presented March 30, 1965 at a University of Oregon Conference
entitled "New Directions in Research in Educational Administration.

Xactly as received fromthe

R




| ERIC

SOME PROBLEMS OF EDUCATIONAL ORGANIZATION
IN COMPARATIVE FERSPECTIVE

Jean Hills

University of Oregon
March 11, 1965

Introduction

Although it may be a matter of belaboring the obvious, tha author wishes to
state at the outset that this paper is as much, if not more, an attempt to acquire
understanding as it is to communicate the same. To the axtent that understanding
has been acquired, there may also be communication. If so, well and good. But
this is not a finished product, or a definitive statemsnt of either theoretical
or empirical knowledgs. It ia a beginning, a working paper, one acknowledged to
suffer from a great many ambiguities, inconsistencies, and errors of interpretation
and forauiation. |

Given this state of affairs, it is the author's hope that conference partic-
ipants will exercise their critical facilities to their fullest capacity in
pointing out ambiguities, identifying inconsistencies, and suggesting aliernative

interpretations. In this way, owr endeavor, at least with respect to this paper,

standsa reasonable chance of being mutually beneficial.

The Lack of Perspective in the Fleld

r -

By and large, it seams fair to say that students of educational administration
have not fully exploited compsrative analysis as a means of acquiring insight inmto
the nature ard problems of edﬁcational organization. Although it is trues that ouwr
scholarly base has besen broadened greatly by the inclusion of social science




perspectives, it is no less true that there has been little effort to advance
understanding of educational organizations through systematic inter-organizational

comparisons based on those perspectives.

Three major consequences seem to follow from this over-sight. First, educational

administration as a field suffers from a kind of provincialism that leads us tec
treat as problematical some phenomena that, from a comparative perspective, a™s not
only not problematical at' all, but rather ars quite predictable consequences of
the institutional structure of the educational enterpriss. Thus, for example, the
"50 year lag", or the generally slow rate of change in education, is a baffling
and frustrating problem to both students and practiticners of educational admin-
istration. Second, given the tendency to treat certain phenomena as problematical,
there appears to be a parallel temdency to sttribute these problems either to
inadequacies in the quality and quantity of talent being attracted to the field,
or to a lack of ability, courage, motivation, or imagination on the part of
persons already in the field. The factors accounting for the lack of innovation,
for example, are thus scught in the attributes and motivatione of individuals.
Finally, lack of perspective leaves us unaware of the extent to which what is
actually dons, arnd what can realistically be expscted, in educational organizations
differs from what we say is being done, and from what we say ought to be done. For
example, although much is made of the administrator's respensibility for evalu-
ating the effectiveness of teachers' performances, a comparative analysis not only
suggests that this is not done, but cannot realistically be done.

A major thesis orf this paper is that much of what we in the field of educa-
tional administration take as problemetical from our somewhat provincial point of
view, and much of vhat we tend to explain on the basis of individual motivations



and attributes, is precisely wvhat we should expect to find, given the
institutional structure of the educational enterprise, and its location in the
structure of American Soclety. Granted that making phencmens more explicable in
terms of variables different from those ordimarily identified does not make them
lass problematical in the action sense, i.s., it may not make the "50 year lag"
any more acceptable to those to whom it is a source of concern. However, to the
extent that some of the phenomena can be made understandable and predictable in
terms of structural elements, one is forewarned and forearmed on two counts, First,
it should be clear that neither the source of, nor the remedy fcr, the situation
is to be found by focusing on the attributes of individuals. Second, it may
becoms apparent that in changing structural elements in order to remedy one problem,
now problems of even greater magnitude are created. Put another way, it may

well be that the phenomena which appear to be problematical and dysfunctional firom
the point of view of the educator, appear entirely reascnable and functional fromm
the perspective of the comparative analyst.

The Comparative Framework

For my purposes., it will be useful to formulate the snalysis in sccial
system termr.. Scclal systems are constituted by the relations of one or more
actors to one or more objects in its, or their, situvation. Acters may be indiv-
idual persons in roles, or collectivities constitutri by plurelities of persons in
roles, capable of action in concert. Within the frame or reference adopted for
use here ,1 all systems of social interaction are subject to the exigencies of four
functional imperatives, the fulfiliment of which is a condition of the stability
and effectiveness of the system. The four functional impsratives may be defined

J
|



in relation to two dichotomous points of reference, internal-externsl, and
instrumental-consummatory. Cross-classified, these yleld an internal-instru-
mental function, an external-instrumental function, an external-consummatory
function, and an internal-consummatory runc;ion. These, in turn, may be
identified respectively, as the imperatives of pattern-maintenance and tension-
management, adaptation, goal-attainment, and integration.

The first of these, t.ie psitern-maintenance tension-management function,
concerns the problem of maintaining the integrity of the institutionalized
value patterns which define the structure of the system. From the point of view
of the indiriduval participant, the problem involves the maintenance of motiva-
tional coemiiment 10 act in accordance with institutionalized patterns of
normative culture. Although the normetive patterns in question are those
internslized in the processes of socialization--itself an aspect of the pattern-
maintenance and tension-management function--they are none the less vulnerable
at at least two points. In considering this problem it is important to recognizs
that no participant is totally engaged in any specific system of sociasl inter-
action. 7The part of him that is involved is a sector of the personality; a role.
But the role is interdepsndent with other parts of the psrsomality, and if a
given role, or sector cf the personality, is to have a medicum of stability, it
must to some degree be insulated against disturbing effects from other roles, and
from the persons.ilty as a whole.

The first pcint of vulnerability lies at the cultural levei. Here, due to
strains toward consistency, changes taking place outside the relevant value ares,
e.8.; in the belief system, or in scieriific knowledgs, may give rise to pressures

to change important values within the relevant vz’ '@ sector. Thus, familiarity with
research svidence concarning the effects of different leader-bshavior patterns may

lead to changes in the internalized value patterns of the leader. Similarly,

!
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rogearch svidence concerning the effects of nonpromotion on the mental health
of students may give rise to pressures to change the relevant commitments of teacﬁors
to institutionalized wvalue patterns. The tendency to stabilize valucs against
pressures of this kind is termed the pattern-maintenance function. It constitutes
an inertial tendency of system of sccial interaction.

The second locus of vulnerability is at the motivational level of the indiv-
idusl participant. Here, tensions arising from strains in the social situation,
from other role demands, or from intra-persunal sources mey threaten motivation to
conformity with institutionsiized value patterns. The bank amployee who desper-
ately needs money to pay for his child's operation may become an embezzler, and
the student sho is in danger of failing may cheat. 39imilarly, the father who 1is
toc devoted to his family may f£ind that he is less than fully motivated to conformity
with occupvational expectations. In either case, the tensione arising from such
sources may threaten motivational commitment to internalized values. Given a
sufficient level of tension there is a tendency toward change, or deviance, which
may take a direction away from the pattern which defin.s the structure of the
system, The function of stabilization against motivationsl pressures for changes
has been termed tension-management.,

Every social system functions in relation to a situation defined as externzl
to it. The relations to the external situatier are the focus of the second and
third functional imperstives. The first of these relations concerns the significance

of the external situation as a source of consummatory goal-gratification, or goal-

attairment. Although indirectly including the physical envirorment and other social sys-

tems, the situation here refers primarily to the behavior and motivations of the
human individuals who are members of the system itself. That 1s, where common sense




would have it that only the physical envirorment and other soclal systems are
external, the conception adopted here treats the psychological and cultural compon-
ents of action as external as well.

A goal state is defined as a relation between the system of reference and its
situation which, given the iﬁstitutionaiized vaiue pattern, is maximally faverable
to the stability of the system. It is a state of the interaction system, in relation
to its situation, toward the attaimment of which the system may be said to be
striving., Such a state, once Lresent, will tend to be maintained, and if absent,
will tend to be sought by action on the part of one or more actor-units in the
system. Since situations are inherently unstable, goal states are necessarily
transitory, and require constant efforts to mobilize resources for their re-estab-
1ishment. Mobilization, in turn, requires control of resecirces vhich, as we have
seen, iucludes human motivations as a key element.

A system experiences a goal-attaimment deficit when its capacity to attain its
goals, or fulfill its expectations, 1s frustratsd. A goal of a given family, for
example, may be to send its children to college. But, loss of earning power on the
part of the father dus to unemployment--a situational change--may frustrate the
stiaimment of the goal. The goal may still be atiainable if the wife works, but if
the valuss institutionalized in the roie of the wife-mother role conflict with this
pattern, there will be a problem of motivating not only the wife, but other family

members as well, to contribute what is necessary to goal-attainment. Here, the
potential conflict betwean pattern-maintenansce and goal-attaimment is apparent.
If social esystems had only one goal,it would be impossible to distinguish
between goal-attainment and the third functional imperative, that cf adaptation.
When a system has a single, simply defined goal there may be little need to
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differentiate between the two. But in complax systems where not only does the
system pursus multiple goals, buit also where subsystems pursus & varicty of inde-
pendent goals, the problem of generalization of facillties arises. That is, a
new order of problem arises in that there is a need for generalized facilities,
facilities that are not inherently ascribed to any particular gral, but which have
the feature of maximum disposability, or availability, for & variety ol uses. If
the sole objective of ﬂhe family were toc maintain 3 given relation between the

system and its situation, and if all members of the family were irrevocably comdtted

to its maintenance, then there would be no need for generalized facilities. A
simple subsistence farm arrangement in which every member knew his part, and 4id
it, would suffice. However, not only do mostv systems pursue a multitude of goals,
but alco the commitment of members to any given goal is less than complets ani
subject tc change. Hence, the need for generalized facilities which, it 1s
important to note, inclides a variety of mechanisms for securing results in inter-
action, e.g., power as well as money. A goal of American Soclety, or elements
within it, for example, is racial equality, but the changes required to implement
this goal are certainly not acquired through processes of economic exchange.
Finally, all complex systems of social interaction ave differentiated and
segmented into relatively independent units and subsystems, the relations among
which may be mutually supportive, or mutally obstructive. The fourth functional
imperative, that of integration, concerms the problem of maintaining solldarity

in the relations among units and subsystems in the interest of effective functioning

of the system as a whele.




An Approach to Comparative Analysis

One way of conducting a conparative analysis within this framework is to
focus attention on differences among organizations in terms of the function per-
formed for society. These differences have implications not only for the relation
between the organization and the larger society, but also in thelr internal operation.
One approach to this, in turn, is to compare the several organizations on the basis
of four mejor components of action systems., These may be identified as followa?
(1) The orientation base of the system, the needs, or interests, or values of
actors that are at stake in the process. (2) The properties of objects in the
situation of action that are important to actors in the light of these interests.
(3) The normative rules discriminating between legitimate and illegitimate modes
of action in pursuit of the interest in question. (4) The generalized facilities
that actors are expected to resort to in securing control of the obkjecta esgentisl
to the implementation of the interest in question.

The Orientation Base of Systems of Action

‘‘he orientation base of a system of socisl interaction may be characterized
in tuems of the two pattein-variables specificity-diffuseness and affectivity-
neutrality. It is easy to lose one's way in the interpretation of the several
orientations, so it may be useful to illustrate each on the person-to-person
level before proceding to the organizational level. There are, within this frame-
work, four different orientations, or bases of interest, that I might have in a
person of the opposite sex. On the one hand, I may be interested in getting her
to perform a specific act, or series of acts, that will aid me in accomplishing

some goal, e.g., getting this paper typed. Such an orientation is specific in the




9

a;nae that I am not concerned about her global character, reputation, or personality.
All that matters, is,can she type with sufficient proficlency to dec the Jjob? TI*

is neutral in the sense that the action sought is not an end in its own right.

That is, there is a purpoae beyond its consummation. My interest, or nsed, there-
fore, is in utilizing her services, and the orientation may be termed a need for
instrmental capacities. The value principle being emphasized is utility.

On the other hand, I may be  interested in a specific act that has no purpose
beyond its consummation, i.s., my interest may be affective. If this 1s the case,
then to be sure, I will not be terribly concerned about her character, her repu-
tation, whether she is honorable, ‘;vhether she drinka, smokes, or is a loyal wife
and dependable mother. Indeed , some of these considerations are positively
obstructive to some kinds of specific-affective interest. My interest, or need,
in this case is not instrumental utilization, but a need for consummation. Fulfill-
ment of my need requires collective action, hence the emphasis is on accomplishment
of purpose (effectiveness) through collective action. It should be noted parenthet-
ically that the goal need not be the ons likely to be inferred. The lady in question
fnay very well be a colleague who's support I want in the resclution of an lissue
within our university Adivisiono | |

In the third case, I might be very much concerned about the kinds of diffuse
considerations hsted above. I might want to marry the lady. In that case, my
orientation would be no less affective, but in ail probability it would include a
concern for a great many considerations besyond the immediate consummatory possib-
ilities. The relation to the person would still have no purpose beyond its
‘consmtion, but it would enéompass the whole; diffuse person rather than the

specific concern of the moment. This may be termed an interest in, or a need for,




affiliation, or solidarity. The fourth case is similar in its diffuseness, but
involves neutrality. The person may very well be my son's teacher. If this is
the case, I am likely to be intervsted in diffuse questions such as whether or not
she is a solid citizen, whether she goes to church, whether she drinks, smokes,
etc. The interest, or need, here is for culturel comuitment, or integrity. The
concern is with the "ritual state" of the person.

Now then, what can be sald of the interests involved in the orientations of
persons and collectivities to different categories of organizations? The general
neerl, or interest, of elements within society in relating to the business or
industrial firm would seem to be specific-neutral need for instrmental utilization.
The interest is specific in the sense that there is little emphasis on the d:l!.fusg
considerations that go with the concepts of honor and integrity. Although times
haves doubtless changed since the days of the "Robber Barons, ' or the "Captains of
Industry"--depending on one's point of view--but business is still business. The
orientation is neutral in the same senss indicated above; what is sought from the
firm is action useful in achieving goals beyond the product received, not, for the
most part, products that are gratifying in their own right.

Quite the contrary is true with respect to the political administration, or
ths govermmental body. Here the need, or interest, tha: is at stake is not for
actions that are helpful in the attaimment of more distant goals, but actions that
nsed no justification beyond their consummation. Politics and govermment is the
ares in which the purposes themselves are rsalized, or frustrated. As Brogan put
it, ". . . it is still possible to be a power in politics without serving any
known public purpose. But private purposes must be served, and the first private
purposes to be served were and are those of the voters . .* . ."2 What is involved




in this case is the authoritative xllocation of values.  As Easton puts it,

When individuals ror..groups dispute about the distribubfon of
things considered valuable, whethsr they be spiridual or material,
and when these disputes are not resolved to the sstisfaction of

» the parties through some customary processes of pitivate negotiation,
then a policy is snmmciated. witd ihe authority off wociety behind it
and with its acceptance by aem as authoritatma

Every soclety ;n'ovidaa a"ome mechanisms, however rudimentary they
may be, for authoritatively resolving differences about the ends
that are to be pursued, that is for deciding who 1s to get what
there is of the desirable ¢ s. An authoritative allocation
of some values is unavoidable.:

Wheve political parties themselves--as distinct from goverrmental bodies-~
are involved, the orientation becomes more diffuse. As Rossiter has pointed out:

Thanks to the fuzzy nature of our political system, the
major parties have not been ecpecially effsctive in parforming
this Cpolicy formulation] function. In the words of the
Comnittee on Political Parties of the Aunsrican Political
Sclence Association, f'the American two-party system has shown
little propensity for evolving original cr creative ideas
about public policy; ii has even been rather sluggish in
responding to such ideas in the public interest.! The
platforms of the parties, which are presumably the most
eloquent statements they can make of thelr current intentions
have never been noted for originaiity or clarity.‘*

The interests involved 'mere political parties and interest groups are involved

are no less affective, but highly diffuse., Again, in the words of Rossiter:

Finally,parties serve. a symbolic function--or should
we start, from the other direction and call it psychological?—-
by providing an object, large and friendly and often exciting,
to which men can extend allsgiance. Graham Wallas, in hls
memorable study of Human Nature in Politics, was perhaps
the first observer to isolate and examine this function.
Having taken note of the multitude of voters and of the psychical
irabilivy of any one voter to deal with more than a few men and
jdeas, he went on: 'Something is required simpler and more
permanent, something which can be loved and trusted, and which
can be recognized at successive elections as being the same
thing that was loved and trustoed before; and the party is
such a thing',5
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The contrast betwsen the three examples given above on the ons hand, and
educational ami religious organizations, on the other, is too apparent to dwell
upon at length. While t:he interest may be no less diffuse, it is certainly not
affective in the sawe sense as it is in govermment or in political parties. The
need at stake in thease instances is nelther for instrumental utilization, consum-
mation, nor affiliation, but for diffuse commitment. Although the instrumental
significance of the educational organization has undoubiedly increased since
Sputnik, tho basic interest is diffuse rather than specific.

The pgeneral orientation to the military organlization is perhaps the most
dramatic and clear cut of all. The interest of society and its constituent elements
in the military is highly specific. It serves one primary purposs, that of main-
taining a savisfactory relation betwsen the system and its situation. This 1s easy
to grasp in connection with foreign affairs, but it applies equally in an internal
sonse as the involvement of the military in the Little Rock affair illustrates.

The nesed of society in relation to the military is for effective action in the
interest ¢f collective goals. The global properties of the enterprise are of
1little concern, what is of concern is ita capacity to perform specific functions
that are of a consummatory significance to socisty, or to elements within it.

Note that in the Selma, Alabama, affair a substantial number of persons are calling
for the use of military force.

With these patterns in mind, we may now turn to an examination of orgardzational
orientations to personnel. The orlentation of the business or industrial firm as
well as the military organization, the militant union, and the political organization,

is specific. In each of these instances the global properties of persons as
persons are quite irrelevant. Whether the employee of the firm is honorable, kind,




gonercus, whether he is a good husband and father, whether he squanders his pay
check at the race track, is a matter of relative indifference 2o long ¢ he
posaesses the requisite instrumental capacities.. Similarly, whethar the off-
duty soldisr drinks, gambles, eeks the company of disreputable women, etc., is
of 1little concern to the militery organization. Ons might even say that some
of these activites, if not positively enccureged, are at lesst treated with
extreme tolerance. When such activities are discoureged it 1s not dus to morel
considerations, but because of treats to the capacity for effective collective
action. For example, at one tims it was the standard operational procedure of
tho military forces on occupational duty in Japan to punish enlisted men who
contracted veneral diseases by sending them to "rehabilitation® cump for a
period of several weekes. In reality the rehabdlitation camp was s work camp,
& punishment camp. No attempt was mads to discoursge personnsl from partici-
pating in the activites in which the disease was contracted. The entire sonsern
was on encouraging those who did participate to take proper precautions to avoid
contraction of the disease. The emphasis was primarily on maintaining one’s
capecity to fulfill spucific responsibilities that are essentiil to collective
offectiveness. |

The relatively greater emphasis on specific-affective orientations may
be seen in several characteristics of the military orguﬂ.zatimﬁ.‘ Note, for
example, that the technical rating, or rank, is less prestigiocus than the
1ine or command rank. Although both ratings and the situation have changed,
at the time about which I am writing, the rank of Technician Fifth Grade,
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although objectively equivaleni:;, was simply not as respsctabls as that of
Corporal. Instrumental capatity is, or was, less valued than responsiveness
to damnds for collectivo effsctiveness. A second indication of this focus

is the almost obsessive concern of military officers with the thenomena of
"goldiering” or malingering. The comcern is not lack of compefience, or
ins:rumental capacity, but lack of willingness to contribute what is essential
to the effectivensss of the organization, i.e.; goal-ccmmitment.

Thus, the business firm, the military organisation, as well as the
political organization(as distinot from ihe party) share the emphasis on, or
interest in spscific properties of personnel. The emphasis in the politiocal
realm may be illustrated by exerpts from Brogan's discussiocsi of the alliance
between the New Deal and several political machines.

The alliance betwesr: the New Deal ani noze of the
great machines gave scandal to the more sealous New
Dealers and ammnition, or at least biank cartridges,
to the Republicarns. Liberals might denocunct Frank
Hogue and talk of the Berlin-Rome-Jersey City axis,
but Hague delivered ths vote.
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In accepting these allies and in giving thea tangible proofs
of federal bensvolence with which to dassle their voters, Roosevelt

and Farley were playing sound politics. It would havs taken years
to build up a voting machine of equal efficiency ; the New Deal
mandate might have been exhausted before the foundations of an
alternative structure were well and duly laid. And in accepting
support from mithines, Roosevelt may have remmmbered that some
sffective support was given tc the great Projressive Crusade of
1912 by William Flinn, the Boss of Pittsburg, for motives very
unlike those animsting William Allen White, Gifford Pinshot,
Hiraw Johnson, Alfred M. landon, Harold Ickes and other more
representative progressives. And Woodrow Wilson owed his
nomination in 1912 not only to William Jennings Bryant, but to
Roger Sullivan, Boss of one of the competing Chicago machines,
the ancestor of the Kelly-Nash-Arvey mhtno whichk was turning
in such satisfactory New Deal Majorities.
Thus, the diffuse properties of persons, or collectivities, e.g., the
integrity, honor, etc., are of little concern in any of these cases. Indeed,
diffuse commitments of this kind can be positively dysfunctional in the kinds

of settings described above. The soldier who is too devoted to his family may
be less willing to risk his life than is necessary for greatest effectiveness
in combat. And the soldisr who is too strongly committed to religious
principles may find it impossible to take the life of another even in mortal
coabat. Similiarly, the politician who is obsessed with his own integrity,
or the integrity of those with whom he must deal, may introduce dysfunctional
rigidities into the political system. Senator Dirksen might, for exampls,
have taken an all or nothing stance in the fight for civil rights legislition.

Burns has ‘indicated the marner in which such an orientation can be
dysfunctional in politics. In The Deadlock of Democracy: Four Party Poljtics
in America, Burns attributes the demise of the Federalist party to a=
unwillingness to depart from rigid principles. ". . .the Federalist party
was dying. For two decades its leaders had elevatod principles over party;
in the end they kept the former and lost the latter."? Similarly, in
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& more recent context;

\ j The downfall of the Republican party in the 1930's was
N precipitated in large part by the refusal of Hoover and his
| collsagues and the business leaders cf the day to use the right
| methods to attain the ends they wished. They msamt well: 4they ]
. wanted to help the uaemployed; they wure willing for state and
locsl govsrmments to help the distressed; some of them made ,
personal sacrificas of their own. They simply stuck to the
rigid principle that certain thingw, like unemployment insurance
or old-age pensions, should not bes undertaken by the national
‘ government. The Republican party is still wounded by the
J erippling effect of that doctrine.8
Here, of course, the orientation is to cultural objects, rather tham te
porsons, but the pattern remains the sams.
: , Similar observations can be made concerning the orienmtaticn of the
| union. As Kornhauser has pointed out, "Trede unions... .concentrate on
reaching short-run gosals in the immediate situation, and show littls
interest in ideology and broad social reform. Therefore, expectations
for trade union race relations based on ideological conceptions often are
not supported by actual puctims."‘) I interpret this to mean that trade
unions are relatively unconcerned about the actions of their msmbers as
they relate to diffuse, moral, or ideological considsrations. Perhaps
the best indication of this emphasis is the sesaing susceptibility of ]
unions, at least during their militant stages, to infiltration by deviant |
influsnces, s.g., organised crime, and cosmmunism.
On the other hand, the properties of candidates for teaching positions

in the public schools that are of concern to school administrators and

boards of education are preciscly those that are irrelsvant in the above
contexts. Although there have been vast changes in the past two or three
decades — teachers are no longer required to teach Sunday School, attend

e / S A
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church, and avoid all appearances of sin -- it is still safe to say that 1
no peraon of questionable moral characier is likely to receive serious
consideration for any pubiic school position, or to remain in one once
employed. And, despite the fact that few unmarrisd teachers are now
required to pledge celibécy for the duration of their contracts, there
are yet communiities in the United States where public school persommnel
darc not, on pain of dismissal, be seen in a public cocktail lounge.
As recently as 1956, when I accepted my first full-time administrative
position in a public school, the superintendent of schools, on the
occasion of the staff meeting at the opening of school, remarked to the
assembled faculty in effect, "We don't care what church you attend, but
we consider it advisable for you to attend some church."

Similar considerations govern the oriemtation of the educational

4
1
1
|
i
*
1
J
!
organization to non-normative elements of culture -- from ome point of
view, innovations. Where the probable orientation in a business fivm

to a new idea uould lead to the question, "What is the utility of this ides

given our goal?"” the question in education is more likely to be, "How

compatible is the idea with our image of 'good education.! ¥ Like the family

with difficulties in adapting to situational changes, the school is concerned

about the maintenance of an established pattern. It is :%ntorioting to 1
speculate about the relationship between this pattern and the necessity J
for the establishment of Job Corp Centers. i

An even more extrems example of the emphasis on diffuseness may be

sean in the orientation of the religicus collectivity toward the clergyman.
Few aspects of the clergyman's life, or his family's, escape the notice
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of the congregation. Here too, there have been changes occurring unevenly
across ths denominational specirum, but the basic diffuseness of the
oriesntation remains. Similar elements may be seen in the orieatations of
local commmities, ki‘.nah:lp groups, ethnic solidarities, and other solidary
collectivities, such as political parties. In the latter case, how:ver,
the smphasis 1is on diffuse affectivity, or solidarity rather than integrity,

or commititmens.
Some indication of the sclidsrity emphasis in political parties may be
inferred from Burns!'descripticn of the congressman from a safe seat:

The congressman:

« o oplacates the dominant social forces in the district;
nprotects® his district against hostils outside forces; does

& great many individual favers; lobbies for benefits for the
district; maintains a Ifriend and neighbors political organization
that scares would-be opponents out of the primary or trounces
them if they come in; and comfortably overwhelms the opposition
party's candidate -- if there is one — on election day. His main
commitment politically is to the status quo. He wishos nothing
to disrupt his easy relationships with the public officials and
private interests that rule the area. He views with alarm the
great lssues that sweep the nation and threaten to disrupt the
familiar and comfortabls politics of his district. He does

not want ‘o broaden the franchise or encourage mi‘b votiug,

because this might disturb existing arrsngements.
The contact between the diffuse-affective, or solidarity, emphaeis on
the one hand, and the specific-affective, or effectiveness, eaphasis on the
cther ie¢ apparent in Burn's comparison between the presideatial and

congrassional political parties.

The formnr, ©o0 use Dahl's apt expression, is an "exscutive-
centered coalition." The President has weans of direction and
discipline unmatched by the congressional parties or by the
presidential party out of power. He has public position, a command
of the media, & control over personnel, ard a direct electoral
link with the people that enable him to muintain and exploit a
somewhat hierarchical system in uvne presidential party. The
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congressional party is led "v a coalition of parties, allied
through their common attitudes and mutual dependence, and with
an internal party system marked more by bargaiaing cvhan by
hierarchy. The essential operational process differs: the
congressional reliance on commitiees, with their tendency to
protect an existing consensus over the stetus quo, contrasts with
the exscutive emphasis on single-Jeader activim.il |

Just as the soldier who is too scrupulous to kill reduces the sffective-
ness of the military organigzation, and jJust as the technical specialist who
is too obedient to his superiors becomes less than fully useful to the
firm, so does the minister who behaves in ome way on Sunday, and snother on
Friday, and the teacher who violates cultural commitments, compromise the
integrity of their respective organization. Similarly, the politican who
bolts his party is a threat to solidarity. Rossiter's discussion of the
"Solid South® provides a case in point:

To be short and blunt about this mstter, the Demceratic
party exsrcises a near-monopoly of political allegiance in the
South because this system appears to be the stoutest bulwark of
white supremacy. Whatever differences of clzss or interest
or poiitical principle may divide the white community of the
South -~ and these diffsrences are no less impressive than
those that divide men in the North -- they are muffled and
surpressed and, as it were, sacrificed to unity in the transcendent
interest of the whole commmnity in 'keeping the Negro in his
place.'! Men carry on their struggies, which can be hot and
vicious, within the party. The party itself presents a united
front to the rest of the country.l?

Vidich and Bensman provide a similar example cn the less grand scale

in their account of village politics in a rural New York commmunity.

Within the formally constituted governing agemcy of the
village, the village board, politics is conducted on the principle
of unanimity of decisions. In two years of observation of villags
board meetingsin Springdale all decisions brought to a vote were
passed unanimously. The dissent, disagreement and factionalism
which existed in the community are not expressed at board maot:l.ngs.




19

In the ordinary conduct of business in this manner, petential
issucz axd conflicts never become visable at the public level.
Undisciplined appsals to outside groups which would threaten the
monopoly of powsr of the controlling group do mot occur. The
board, especially the trustees who alone possess the voting
priviloge, openly state that they do not want to 'stir up troublse.'
Since wne board members themselves carry responsibility for their
actions, they do not take action until the appropriate individuals
are consulted and vntil it is apparent that responsibiliiy is
diffused into unaninity.ls |

The military organisation, the political party, and the urion share
the emphasis on patterns of activity that are valued for their own sake.
In the military this emphasis is suggested by the common statement, "Thers's
a right wery, a wrong way, and the Army way." The distinction between the
military and tie political party is in the scope of the interest. The
need of the military is highly specifics; those of the party, diffuse. In
the former cass, the nied is a consumatory one, in the latter, ons of
soliderity.
" Witheut going through the entire analysis again, it should be possible
at this stage to point out that the same distinctions that have been made
among organisations can also be made among roles within organisations.
Although thnro»are many complications, it seems clear that there are
important distinctions not only between administrators, supervisors, and
teachers, but bstwern different levels in the educational organisation within
each of these categories.  For example, I would hypothesise that the
administrative orientation is chsracterized by a consummatory emphasis,
while teachers tend toward an emphasis on cultural commitment, or integrity,
and secondarily on instrumental capacities.

I% is alsc clear that the orientations of collectivities must be

differentisted for differeont categories of personnel. Althouéh the previous
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discussion has treated orientations globally, it is obviows that the isterest
of the brsiness firm in its exscutive personnsl is nct the same as its interest
in technical persomnel. While ths consumatory exphasis in relation to
techrical personnel is minimal, organizations typically exphasisze consummatory
needs in relation to managerial personnel. This would seem to be the
burden both Whyte's and Reisman's concepts of “organisation man® and "other
directedness.” These considerations,however, are tangential to our main
concern.

Figure 1 summarizes the discussion thus far by presenting the
sevsral orientation categories in tabular form.

NEUTRALITY AFFECTIVITY
e e e e
Need for imstrumental | Need for consummetion
utilization
Value emphasis - Value emphusis -
SPECIFICITY utility effectiveness

Need for commitment Need for zffiliation

DIFFUSENESS Value emphasis - Value emphasis -
integrity ulmmty
2
FIGURE I

CATEGORIES OF INTEREST
IN OBJECTS
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The Categorisation of Object Properties

Thus far we have dealt exclusively with the orientations of actors
to, of the n@ of actors in relation to, sitvational cbjects. That the
structure of any concrete action system cammct bo described adequately
in these terms slone can be made clear by noting that, given the
specification of need, there remains the problsa of categorising objects
with reference to their bearing on the needs in question. This is to say
that the meaning of objects is not given in the nature of the objects
themselves. A cow, for example, has entirely different meanings to the
American rancher, and the Indian of Hindu tackground. For the Indian, the
cow is mot an object that can be exploited legimitately for certain kinds
of interests, e.g., utilitarian interests, but & sacred object, an objeot
of generalised respect. Thus, given the fact that the primary orientation
of the businese firm is an interest in instrumental utilisation, there
remains the question of what aspects of situational object bear eignificantly
on the fulfillment of the interest in question, and what objects cam and
cannot be legitimately exploited in the implementation of that interest.

The question at issue here is, "What aspects of the individual person,

viewed by the collsctivity as an actor, are significant in terms of its
interests?" That is, "What is the meaning of the person to the comctivity 4
The mea.ning of aituational objects to actors may be catogoriud in terms
of the two pattem-var:labloo universalism-particularism, and performance-
quality. Since the distinctions made in terms of thess categories are
11lup.nated in sharp relief at that level, it is useful to hegin with
the meaning of various organisations to other elements within our society.
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We may then procede to an application of these patterns at the level of the-
meaning of individuals to organizations. One way of making these distinctions
clear is to focus attention on the factors that determine the success »
survivel, or mprosperity of different organisations. <7he success or survival
of a political organization, in the sense of an adminiotration, not a party,
clearly depends on the extent to which it achieves in relation to the
demands of its constituents. That is, from tbs point of view of other

wnits within society, the significance of the political organisation is
given in the extent to which it produces in relation to its -~ the unit's--
interests. Or, if one speaks in terms of the standards in terms of which the

activitiss of political elements are evaluated, the emphasis may be said
to bs on standards of relational responsibility. To other elements of
the society, the political crpganization; as well as the individual
politician, is catogorised as a geal object.

In the case of the business tim; the situation is both similar and
different. It is similar in that the emphasis remains on performsuce, or
achievement, and different in that the relsvant performances are defined
universalistically. Thus, the predominant factor in determining the
prosperity of the firm is not the extent to which it achieves, or produces,
in relation to any particular interests, but the extent to which it produces
indepandently of such interests. Within our soclety, the significant
thing about the firm is the exteni to which it produces in relation to
the demands of consumers. Whereas the poiitical organization is categorized
in terms of particularistic performances, or as a goal object, the business
firm is categorized in terms of universalistic performances, or as an
object of utility.
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The meaning of the educational organisation, like the religious
organisation and the family, is given not by its performances, however, but
by its qualities. This pattern is somewhat difficult to see on the organisa -
tional level, but it is well illustrated on the level of individuals in pre-
Nasi Germany. Here, the meaning of the individual was given not by what he
did, or could do, but by what he was, e.g., a professor, doctor-, lawyer, etc.
Regardloss of wiwat the person does, it is what he is that is importaut.

The best indication of this emphasis is found in the prominent, and

pervasive use of titles. Parsons' discussion of the German pattern is

germane:

We give titles to high govermment officials, and various
other persons in positions of dignity such as physicians,
ministers, end priests, sometimes officials of large
organisatiois. But at lsast three differences are congpicuous
as compared with pre-Nasi Germany. First, the system of titles
is far less extensive. One could almost say that the
] prominence of formel rank and titles which we feel to be
| appropriate to the armed services applies in Germany to the
whole occupational world, reaching down even to stuatuses on the 1
skilled labor level . . . The number of peopls who are plain
Herr Braun or Herr Schmidt is relatively small. Secondly,
titles are continuously used, so that in addressing a lettsr,
or even in personal !gdresa it is a definite discourtesy to
omit the full title.

The universalistic-quality categorization means &u emphasis on formal 1
status, independent of any relational context. An object thus defined may
be termed an object of generalized respect. To the extent that there is

evaluation of behavior, it is in terms of the extent to which the object's
behavior expresses values and attitudes that are appropriate to its status,
i.e., which are ascribed to it. |

The educatiomal organiszation is perhaps some place between the
religious and ths business organization, but closer, I think, to the church.
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It is not evaluated primarily in terms of what it produces in relation to
consumer or constitutent demands, but in terms of the extent to which its

activities express values and attitudes appropriate to its status. Although

I know of no firm evidence on this point, there are a good many impressionistic
observations that ome coulu advance in support of this position. The most
relevant one might be the relative infrequency with which schools are
criticised -~ with the exception of the immediate post-Sputnik era --

for the quality of its product. Much more frequent, it seems, are criticisms
having to do with violations of the moral sensibilities of patrons.

The fourth pattern is that which probably applies best to interest
groups and political parties, the particularistic-quality emphasis. As
Rossiter has pointed out, we in the United States do not look, or at least
should not realistically look, to political parties for specific proposals
or achievements. The significant thing about a party is not what it
produces, but again what it is in relation to the categorizing actor. The
evaluative standard is not what it does produce in relation to my interests
but what ore the attitudes and values expressed in relation to my attitudes
and values. The party or interest group is thus not a goal object, but
an object of identification. Imsofar as its activities are evaluated
vhe standards emphasized have more do {0 with loyality than with
responsibility.

From the porspective of the actor, them, objects may be categorized
in four major ways: (1) in terms of universalistic performances, or as
objects of utility; (2) in terms of particularistic performances, or as goal
objects; (3) in terms of uuiversalistic qualities, or as objects of

generalised respect, and ; (4) in terms of particularistic qualities, or
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as obJects of identification. Viewed as performance standards, they
emphasise, respectively, teclnical efficisncy, relational responsibvility,

cultural responsibility, and loyalty.

Before procecding to a consideration of differences at the organisational
level, it may be worthwhile to consider the implications of the four
patterns for the objects being categorized. In the universalistic-performance
case, the impact is clesar. The business firm is clearly obliged to abandon
any course of action that does not fulfill the demands of consumers. The
question that must be posed by the business firm in relation to any proposed
course of action is, "Wha' are itz proballe consequences in relation to
the satisfaction of consumer wants?" For the political administration,
which is subject to the particularistic performance standsrd, the obligation
Just as clearly is to abandon courses of action that do not fulfill the
demands of & sufficient proportion of its constitusnts. Here, the guesiion
to be asked is, "What are the probable consequencss of this action in

relation to the interests of thess particular persons and groups?"

For the educational organisation, the church, as well as political
parties and interests groups, the problem is not to abmdm actions that
do not fulfill demends, but to avoid those that violate the values
sacribed to them. The question to be posed by the school or the church is,
"To what extent does the proposed action coincide with values ascribed to
this unit?" For the political party, or interest group the question is,
"To what extent is the action compatible with the values ascribed to the

party by particular groups?" Thus the great concern in writing a party

platform is to offend as few members, or potential members, as is
humanly possible.




There is an inevitable elsment of distortion in the kinds of
operations being carried out here, and it may be useful to point out some
exceptions. OCne exception to the universalistic-gquality categorisation of
educational organisations may be seen in the tendency for state universities
to be evaluated by patrons in terms of particularistic rather than
universalistic standards. The same probably applies with greater freguency
to public schools. That is the important values to be observed are not those
which are independent of any relational context, but those that are ascribed
by the local comunity.

Turning now to the organisational lsvel, what can be sgid of the
differences betwsen the school and other organizations? With some important
excepiions to be noted later, the significance, or meaning, of the
individual to the buesiness or industrial firm is defined by universalism
and performance. The individual is an object of utility. The important
thing about the individual is the extent to which he achieves indepsndently
of particular interests. That is, the results gotten on a lathe, or in
an accounting departmesnt, can be assessed quite independently of wbether
the activity takes place in a Ford plant, or & General Motors plant. Goecd
lathe work is good lathe work regardless of the organisation for which it
is performed. Similarly, vhat constitutes good medical practice is independent
of the hospital, the commmity, or the state (but not the nation) in which

it is performed. Both the industrial work and the physician are subject

to universalistic standards of performance.
In the cise of the military organiszation, and to some extent the
union, the case iz different. In both these instances there is no

universalistic standard against which performances may be ewvaluated,
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and the criterion, or the criteria, are more or less unique to the relational
context in which the activity occurs. The standards of the military
orgnnisaticn and the union are strictly their own, ¥hd need not bs legitimated
on the basis of comparebility with similar orgenisations. In terams of the
oriteria for the evaluation of the individusi this means the precedence is
given responsiveness to the demands of the collectivitiy, i.e., responsibility.

The impact of theses two patterns, seen from the perspective of the
individual, is precisely the same as that pointed out in the comtext of
socistai categorisations of organizations. The physician will abandon
any course of action which does not contribute to achisvement in relation
to the health needs of patisnts, and the soldier will consider the impact of
his actions on the interests of this collectivity as defined by his
superiors. From the organisation's point of view the emphasis is on
securing the performance of binding obligations in the interest of
offective collective action. The very term "collective bargaining” in the
union case is significant. In neither case can the organisation permit an
emphasis on achievement independently of the interests of the ccllectivity;
the interests of the collectivity must prevail. Note the strong opposition
of unions to "right to work" laws. Unions, like military organisations,
are not even willing tc grant participants the right to decide whether or not
to participate. |

In contrast to both these patterns is that typified by the religious

- organisation, and to a lesser extent, by the educational organization. For

these organisations the gignificance, or meaning, of the individual is given
in his universalistic qualities. Thus, within limits which vary from one

situation to another, the minister, the professor, and the public scheol
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teacher are evaluated not in terms of their achisvements, but in terms of
the extent to which their actions express values that are ascribed to them.
While the physician may reasonably be expected to abandcn modes of action
that do not achieve the desired rssults in relxtion to the needs of his
patients, only the most naive would expect the clergyman to abandom prayer
hecauss it yislda no prectical results. No one expscts the clergyzan to
stop praying for psacs because we go on having war, and no one expects him
to ahandon prayer because it does not rain when he prays for rain.
Similarly, it would be completely cut of charecter for the public school
teacher to dispense with the morning pledge of alJegiance to the flag bscause
it does not have a direct impact on the educational state of the student.

In the same way, w3 should not expsct the elemsntary school teacher to
abandon willingly the self-contained classroom Just because greater academic
achisvement is possible with departmentalisation. The teacher, like the
minister, is evaluated, and in turn, evaluates, not in terms of the oxtent
to which he achieves in relation to either universalistic or perticularistic
standards. He is evaluated in terms of the extent to which his actions
axpress valueg ascribed to him,

Given a bare mimimux level of technical akill a teacher is assured of
having his contract renewsd indefinitely. What teachers are evaluated on
is attitndu and attributes that have little to do with actual performance.
So long as the behavior of the teacher expresscs the values and attitudes
appropriate to his status, the question of competence rarely arises. The
test evidence that I can mershall in support of thia assertion is the

predominance of subjective, qualitative, and attitudinal items on the typical
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teacher rating devics. Although I Inow of no extensive survey on this
question, I would feel quite comfortable in hypothesixing that the proportion
of items related to technical skill, to those related to attributes and
attitudes, would be no greater than one to five, or in that genersl vicinity.

Another source of evidence in this regard is the fact that educators
do not, and indeed cannot, place students in categories in a manner sinmilar
to the categorization of medical patients by disease. There simply is
no categorisation of the "educational state" of students that is comparable.
This, it would seem, is the great obstacle to be over coms in the
development of a science of education. It cauld be argued that our
inability to determine the effect of teacher performanse, rather than the
structure of the system, is the reason for the emphasis on qualities. Cogent
argumsnts can be advanced in support of the interpretation, tut unless one is
willing to assume that educational states are inherently wnknowable in
scientific terma, cne cannot answer the inevitable question as to why a
science of education has not developed where other sciences have. That is,
it is not enough to sty that there is no science oif education because the
product cannot be messured at thie time. One must also ask, why is the
product not measurable at this time? Other, even more elusive problems,
have been treated scientifically, e.g., in the field of mental health.

The particularistic-quality pattern again is most apparent in the
context of interest groups and political parties. The significaiice of the
parly meabsr lies not 50 mmuch in his achievements but in the extent to
which his actions express values and attitudes sscribed to him as a member
of the zollectivity. The evaluative standard a;;pued in this case is not

P
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cultural responsibility, as in the case of the teacher, but loyality.

UNIVERSALISM PARTICULARISM

PERFORMANCE ObJects of Utility Goal ObJjects

ObJects of Generalized; Objects of
WUALITY Respect Identification

FIGURE II
CATEGORIES OF OBJECT MEANING

Figure II summarizes the discussion concerning the categorization of
situational objects.

Again, it should be possible to point out, without cxtensive
illustration, that the same four differences in terms of object categoriz-
ation that have been identified at the level of crganizatons, may also be
identified among roles within organizations. Thus, within the family,
the least organized of collectivities, thore occurs differentiation among
roles not only in terms of object categorization, but;;ﬂao in terms of
orientations. That is to say, what is treated as an actor at one level
of analysis may at another level,; be treatsd as a differentiated system
with units specializing in the four functional areas.

We might sumrarize quickly by indicating that the four patterns of
orientation elaborated in the preceding sections categorize actors in
terms of their needs in relaxion‘to the situation.‘ The need o£ the
business firm is thus for instrumental capacities; that of the religious

or educational organization, for cultural commitment; that of the interest

group, for seclidarity; and that of the military organization, for goal
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coomitment. Similarly with respect to the meaning of objects, or the
definition gt the meaning of situational objects with respsct to their
bearing on needs, (i.s., the standards of performance applied by actors)
the standards of the business organization are standards of-.sfficiency;
those of the religious or educativnal organiszation, cultural responsibility;
those of the political party or interest group, standards of loyalty; and
those of the military organization, standards of system, or relational,
responsibility.

Bpt, in addition, ws need to note that any particular actor, viewsed
as a system in its own right, will contain elements of all four patterns.
Thus, the industrial organization; even though its predominant need is for
instrumental . capacity, will contain subaystems em@haaizing goal-commitment
and relational responsibility. That is to say, the same four patterns
exist within collective units in the form of individual actors in roles
sach of which emphasige different patterms. Thus, the orientation of the
executive must be differentiated from that of the technical specialist,
etc. Thia is the major contribution of Bales' research with small, task-

oriented groups. Since our primary interest here is comparative, we shall

not dwell on these distinctions, significant as they may be.
r Normative Rules and Generalized Facilities

Given the needs of actors in relating to their situations, and the
definition of the significance of situational objects with respect to their
bearing on these needs, there remain the problems of specifying the
normative standards govefnﬁng'the pursuit of those interests, and the

generalized facllitles to which actors are expected to resort in securiug
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control of objects in the implementation of interests. Without more extensive

elaboration, let us simply say: (1) Insofar as the primary nead of the actors
involved is for instrumental utilisaticn, and the significance of objects lies

in thelr utility, then the generalised facility to which actors are expected to
resort in securing control of ths relesvant objects is money, snd the normative
framework governing the acquisition of objects is specified within the

institutions of property, contract, and occupation. That is, for the
organisation specializing in the adaptive function rzioney is the major

mechanism for getting results in interaction. Money is both a generalized
syulol of economic valus, and a msdiva of exchange. Moreover, the measure
of & unit's contribution to system adaptation is given in its degree of
solvency. (2) Insofar as the primary need of the actors involved is a

consummatory need, and the relevant objecte are geal objects, then the
institutionalised medium to which actors are expected tc resort in securing

control of the relevant objects in the implementation of intsrest is power,
and the normative framework governing its use is specified in the instutitions
. of regulation, authority, and leadership. Power, in this sense, is exorcised

in the communication of decisions that activate binding obligatioms., It is
the generalized capacity to secure the performance of such obligations. Or,

put another way, power is a generalized symbol of effectiveness and a medium
of exchange. The measure of its effective use in system goal-attainment is
given in the unit's success. (3) Insofar as the primary need of the actors
involved is for affillation, and the relevant objects are objects of
identification, the institutionalised medium to which actors are expected
to resort in securing the relevant cbjects is influences, and the

normative framework controlling 1its usage is
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found in the informal norms of association and the obligations of common

membership. Influencs is the gensralised symbol of solidarity. It is the

" generalized capacity to pursuade through offers of acceptance. A person,

or a collsctivity, with influence is one that has high persuasive capacity
in controlling the actions of other unite. The distinction between
influence and power is that the former 1s based on mutual acceptancs, not
contingent negative sanctions. Hence, the measure of a unit's contribution
to system integration is consensus (4) Insofar as the primary need of
ths actors involved is cultural comuitment, and the relevant objecte are
objects of generalised respect, then the institutionalized msdium to which
actors are expected to resort in securing results in interaction is general-
jged commitments, and the normative framework regulating iits usage if found
in generalised concepty of honor, and guvod faith. That is, if the problem
of the system is one of pattern maintenance, then the wa; of getting results
in interaction is through the activation of commitments, typically through
appeals to heuor, integrity, and conscience. Generaliszed commitments are
thus the generalised symbol of integrity, and the measure of their
successful use is given in the concept of pattern-consistence.

Figure III summarises these generalizations in tabular form.



Categories of Categories of
Generalised Facilitios Object Meaning
Objects of Goal
Momey Power
Utility ObJects
Activation of ObJects of Objects of
Commitments Inflwence Gensrealised | Idemtification
Respect
Keed for Consummatory Gontract Authority
Instrumental Nseds “
Valus ' Valus emphasis- persy lsddership .
__m_mm
¥aed for Need for Conceptions Informal ™
Commitment Affiliation of of
Valne euphasis} Valse eaphasis-|| ~ HO8°F o on
integrity . | sclidarity ]
Categoriss of Interest 16 Cetegories of Normative
in Objects Standards
FIGURE III

The Components of Social Systems
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Some Problems of Educational Organisation in Perspective

The burden of this paper has been a comparative analysis of educational
, organisation within a particular theoretical framework. Although an

exhaustive discussion of the lmplications oi the analy=is would require a
great deal more time and thought than is presently available, some gensral
points can be made. The placement of education within the analy:ical frame-
work seems reasonably clear; there is little question that the primary emphasis
of the educational organisation is in the area of pattern-maintenance, i. e.,
socialisation. The primary contribution of education to societal functioning
is thus in the maintenance of the value patterns which define the structure
of American Society. Despite some shifting of that cmphasis in the direction
of adaptation in the post-Stnik era, the primary emphasis m unchanged
Whether it will continue to do so, given the massive intervention of the
federal government is another question.

If this analysis is correct, then obviously the measure of success
that is to be applied to educational organisations is that of pattern-
consistency. That is, a school is to be evalnated not in terms of the
extent to which it contributer to utility, or <o system adaptation --
although in an adaptively or.ented society this is to soms extent inevitable
by definition, simply in the maintenance of values -- but in terms of the
extent to which it contributes to pattern, or value consistency through-
out society. This it seems, i# not only as it should be, but seemingly,
the way things are. As observed earlier, schools are criticized primarily
for deviations from institutionalised values, rather than for producing a
commodity of low technical quality. Again, however, where the post-
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Sputnik reverberations will stop, no one knows.

Thus, both schools and personnel within schools, are evaluated not so
mach in terms of the extent to which they achieve in relation either to
particularistic ox universalistic standards, but in terms of the extent
to which they maintain pattern-consistency. Given this "faot" it is not
difficult to understand the "50 year lag" in education. An additional
factor contributing to tlds situation is the fact that, at one level, education
is somewhat particularistic. That is, unlike the physician, or perhaps the
hospitel administrator, the educator cannot say that good education is good
education regardless of the setting,and make it stick. Neither can he say
that the values maintained are appropriate regardless of the locale.

Hence, the question that administratcois and boards of education must inevitably
ask with respect to any proposed course of scticn is not, "Is this the most
effective wvay of attaining educational goals?" but, "Is the proposed course

of action compatible with the values of this particular commmity?" Thus,

it seems fair to say that resistance to change is institutionalised in

the very structure of the educational organization, and in the location of that
organisation in the more inclusive struscture,

A second implication that one might draw is that given the present
internal emphasis on qualities in the evaluation of teacher performances,
rapid change is not realistically possible. Moreover, given the present
authority structure of the school there is little possibility of changing
this emphasis. If one assumes, as I do, that the adnﬂ.piatrator cannot possibly
possess the technical skill required to evaluate the performance of teachers

in thes universalistic-achievement sense, then he must inevitably emphasise




that it is the administirator who is responsible for thu improvement of
educstional practice, then change in educaticnal organisations will continue
to be a series of traumatic breaks with tradition. So long as teachers are
Jvaluated solelyby administrators, which means evaluation, in terms of the
extent to which they accept patterns of operation as given in the nature
improved methods, or in sccepting improved methods as they are dewised.
Although evidence on this point is fragmentary, there ir some reason
- v¢ believe that administrators are alone in the belief that they are
"instructional leaders.”" Professors of educational administration probably
support them in this, but teachers, for the most part, do not view ths
a’ministretor as a scurce of ideas for improving teaching, or for new
teaching methods. In the one school system from which we have data, the
percentage of teachers who viewed the principal as a source of ideas for
improving their teaching was 2.8, and the percentage who viewed the principal
as source of help with questios joncerning teaching methods was 18.6. On the
other hand, 61 percent and 79 percent, respectively, viewed the principel as
a source of help with problems related to diseipline and school policy

interpretation.
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relatively easily indentified qualitiecs and attitudes. If this assumption
is accepted, then ono must, it seems .0 ms, agree that one of the major
obstacles to change in the educationsl crganisation is the administrator --
as a role, not as a person. So long as we perpetuate the myth that it is
the administrator who must be the "imnovator,” the "change agent," the
"instructional ls=ader,” in education, so long as ws perpetuate the belief
of things, they are not likely to be motivated to be ingenious in devising
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The educationial administretor is in a position somewhat similar %o
that of the clergyman and the administrator of higher educaticn. His
ability to make commitments to constituents in the name of the collectivity
is severely limitad., That is, the generalised facility to which he is
axpested to resort in getting results in mtoraopion is not primarily power
or money, but activation of coomitments. The tendency of teachers to
label as politicians those administrators who are too receptive to externsl
inflvences, and the extreme resistence to merit pay plans are suggestive in
this regard. It would seem that the charismatic administratox uthor-t.inn
the politically astute one, would be most successful in educational |
organizations, at lesast in internal affairs.

One might suggest that educational orgenisatims.have suffered from
the same condition that plagued the Federalist party and the Hepublican
party of the 1950's — as well as the 1960's. By sticking to the rigid
principles, the public schools are "dead" as far as the training of vast
numbers of Americaus iw concernsd. Adherence to rigid principles may have made
nocessary the by-passing of existing educational fncilities in the creation
of the Job Corpe.

mmmm&mhﬁmmumt society is
not willing to allocate suffioient resources to schools to attract the best
minds to the fisld. The most obvious response to such a statement is to
say, "True; but then the maintenance of valus patterns probably dows not
require the highest lsvel of talent available." It is my impression that
those socisties that have allocated major resources to education and have
given high astatus to educators, are either those in which the primary




39
socletal commitment was to pattern-maint.enance, e6.g., socisties with a
transcendantal religious emphasis, or those in which educstion serves
functions other than pattem-mintomnce s 8.8., in Soviet Russia. The
question for proponents of mmaqed resources to ask themselves is, "Am
I willing to live with the narrow, utilitarian conception of education
that goes with the definition of education as an object of utility?n
DeWitt's description of cducation in the Soviet Union may assist them in
arriving at an early answer. |

o o ofirst, last, and slways, the Soviet commitment to education
is a commitment to scientific education, to technological education,
to an education which will emz}éeSomt citisens to perform
specialiged functional tasks t st of their ability in their
expanding industrial society.

The Russians orient their educational efforts so as to maximise
the returns from it for the advancement of their political,
military, and economic objectives. The communists do not belisve
in education for education's sake. They do not believe in education
for the individual's sake. The Russians want no part of liberal
or general humanistic education. They want no generalists -- only
specialists. Their main objective is to offer functional education
so as to train, to mold, to develop the skills, the professions, and
the specialists required by their long-run development programs --
specialists who are capable of performing the tasks of rumning the ‘
industrial and bureaucratic machinery of the communist state. And |
in order to accompiish this, the Russians were, are, and will bs,
training an army of scientists and technologists.

. Although professirg the aims of general and wull-rounded
| education, the Soviet educational system in reality is uniquely
| geared to the training of specialized manpower. By means of mass
| persuasion, of coercion if necessary, and of bold incentives, the
| Soviet state makes every effort to channel the best and largest
| share of available talent in%o engineering and scientific
| professions in particular, 1

Finally, although it is generally acknowledged that the intellsctual
capacities of persons being recmi}.ed to education is well below that

being attracted to scme other fields, there is no guarantee, given the
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structure of the educational onterprised, that more able persons would do

luydittemu: than 18 naw being doxxe. The problemia not 80 mach one of

lack of buhor tthnt ’ mi mtiut:tun, but t.he mmner in which availnble
talent Iﬂi -mmm 1! chmlod by the strncturc ot the educational
cntu'wh. Tho ntmturc ot t.hnt entarpriae :!.c, :ln turn, related to the
mmtim mfomd for aaciety, and chere 10 > 11; seems ,no changmg the
one withm chmg:lng the othor.
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