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Editor's Preface 

T h i s  r e p o r t  i s  p a r t  ~f a t en  p a r t  s e r i e s  c o m p i l e d  by the  E d u c -  
a t i o n a l  D e v e l o p m e n t  C e n t e r  a t  Wi lkes  C o l l e g e .  The  s e r i e s  d e a l s  w i t h  v a r i o u s  
a s p e c t s  of thel t r e a t m e n t  of  d e l i n q u e n t s  and  is  intee~led as  a s u m m a r y  of  r e -  
s e a r c h  f i nd ings  in e a c h  of  the  a r e a s  t r e a t e d .  E a c h  r e p o r t  was  p r e p a r e d  by 
a s c h o l a r - p r a c t i t i . o n e r  and is  p r e s e n t e d  .in a way  t h a t  wi l l  be of v a l u e  to t h o s e  
w h o s e  c a l l i n g  h a s I e d  t h e m  to e d u c a t i o n a l  c a r e e r s  d e a l i n g  both d i r e c t l y  and  
i n d i r e c t l y  wi th  the  t r e a t m e n t  of d e l i n q u e n t  you th .  The  r e p o r t  i s ,  in f a c t ,  one 
m a n u s c r i p t  o f  07_7 pages ;  h o w e v e r ,  t o  m a k e  it  m o r e  e a s i l y  u s e d ,  it  is  p u b l i s h e d  
in t en  s e p a r a t e  p a r t s .  A d e t a i l e d  t ab l e  of c o n t e n t s  fo r  the  e n t i r e  s e r i e s  i s .  

p r e s e n t e d  a t  the  end of t h i s  p a r t .  

• A d d i t i o n a l  c o p i e s  of  t h i s  p a r t  a s  w e l l  a s  o t h e r  p a r t s  of the  s e r i e s  
a r e  a v a i l a b l e  f r o m  the  E d u c a t i o n a l  D e v e l o p m e n t  G e n t e r ,  Wi lke s  C o l l e g e ,  
W i l k e s - B a r r e ,  P e n n s y l v a n i a  18703. P e r m i s s i o n  is  g r a n t e d  fo r  bona  f ide  
u s e r s  to r e p r o d u c e  any  p a r t  of  the  •documen t .  We a sk  on ly  t h a t  the  u s e r  
e x e r t  c a r e  to p r e s e r v e  the  i n t e g r i t y  of the  d o c u m e n t  a n d  do ju s t i ce  to the  
a u t h o r s  by c r e d i t i n g  q u o t a t i o n s  u s e d  to the  a u t h o r  who p r e p a r e d  the  o r i g i n a l  

w o r k .  

We inv i t e  any  and  a l l  c o m m e n t s  a n d / o r  i n q u i r i e s  c o n c e r n i n g  t h i s  

series. 

J o s e p h A .  Skok,  D . P . A .  

D i r e c t o r  
E d u c a t i o n a l  D e v e l o p m e n t  C e n t e r  

r - ,  
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CHA P T E R  IX 

A D M I N I S T R A T I V E  M A N A G E M E N T  OF INS 'F ITUTIONS 

AND C E N T E R S  F O R  D E L I N Q U E N T  YOUTH 

Dav id  A. S a b a t i n o  

i 

I N T R O D U C T I O N  

T h e  w o r d  a d m i n i s t r a t i o n ,  o r  the  a c t  of a d m i n i s t e r i n g ,  is  

f r e q u e n t i y  p r e c e d e d  by an a d j e c t i v e .  S c h o o l  a d m i n i s t r a t i o n  o r  

b u s i n e s s  a d m i n i s t r a t i o n  c r  c l i n i c a l  a d m i n i s t r a t i o n  of  t r e a t m e n t  s t a f f  

a r e  t h r e e  d i f f e r e n t  t~-pes of a d m i n i s t r a t i o n  t hough t  to r e q u i r e  an 

a d m i n i s t r a t o r  to h a v e  a d i f f e r e n t  t r a i n i n g  and  e x p e r i e n t a l  b a c k g r o u n d .  

Yet ,  a l l  t h r e e  of t h e s e  f u n c t i o n s  m a y  be  e x p e c t e d  of one  p e r s o n  in a 

p r i v a t e  o r  pub l i c  f a c i l i t y  f o r  d e l i n q u e n t  you th .  A m o r e  a c u t e  d i f f i -  

c u l t y  is t ha t  e a c h  of t h e s e  f u n c t i o n s  m a y  be p e r f o r m e d  by  an  

a d m i n i s t r a t o r  wi th  o r  w i t h o u t  b u d g e t a r y  c o n t r o l ,  o r  wi th  o r  w i t h o u t  

u l t i m a t e  r e s p o n s i b i l i t y  f o r  p e r s o n n e l  m a n a g e m e n t .  The  p r o g r a m  

a r e a  a d m i n i s t r a t o r  i8 f r e q u e n t l y  s u b o r d i n a t e  to a g e n e r a l  a d m i n i s t r a -  

t o r .  I n s t i t u t i o n a l  s u p e r i n t e n d e n t s  m a y  be p o l i t i c a l  a p p o i n t e e s ,  

b u s i n e s s  m a n a g e r s ,  o r  m a y  h a v e  p r e v i o u s  e x p e r i e n c e  in o n l y  one  

a s p e c t  of c o r r e c t i o n s ,  e . g . ,  a c o r r e c t i o n a l  o f f i c e r .  

497 ~; ..... : / : -  
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A n o t h e r  d i f f i c u l t y  in  a d m i n i s t e r i n g  a n  i n s t i t u t i o n  f o r  

d e l i n q u e n t  y o u t h  i s  tha t  t h e  i n s t i t u t i o n  a s  an  o r g a n i z a t i o n  e x i s t s  a s  a 

e u b o r £ a n i z a t i o n  o r  s m a l l  s o c i e t y  w i t h i n  a b u d g e t a r y  and  p r o g r a m  

e n v i r o n m e n t w h i c h  r e f l e c t s  s o c i e t y  in  g e n e r a l .  T h e r e f o r e ,  a l l  

p r o g r ~ , m  g o a l s  m u s t  m i r r o r ,  to  s o m e  d e g r e e ,  t h e  w i l l  o f  t h e  l a r g e r  

society or be in conflict with those values. The fact that an institu- 

tion m a y  be  a d m i n i s t e r e d  by  a D e p a r t m e n t  o f  W e l f a r e ,  C h i l d  W e l f a r e ,  

C o r r e c t i o n s ,  E d u c a t i o n ,  M e n t a l  H e a l t h ,  o r  o t h e r  s e r v i c e  b u r e a u s  f o r  

c h i l d r e n  w i l l  p r o v i d e  a d e f i n i t e  s e t  o f  c o n s t r a i n t s  u p o n  t h e  t y p e  o f  

s u b o r g a n i z a t i o n  a n y  g i v e n  f a c i l i t y  i s  c u r r e n t l y ,  Or i s  to  b e c o m e .  A s  

a s u b o r g a n i z a t i o n  o f  a l a r g e r  o r g a n i z a t i o n a l  f r a m e w o r k ,  a n  i r : s t i t u -  

t i o n  f o r  d e l i n q u e n t s  h a s  m u l t i p l e  c o n s t i t u e n c i e s .  T h e  d i f f i c u l t i e s  

w i t h  s e r v i n g  m o r e  t h a n  o n e  m a s t e r  a r e  r a t h e r  o b v i o u s .  B u t ,  t h e  

d i f f i c u l t y  a s s o c i a t e d  w i t h  i n t e r o r g a n i z a t i o n a l  c o n f l i c t  b e c o m e s  e v e n  • 

m o r e  a p p a r e n t  w h e n  t h e  r e a d e r  r e a l i z e s  t h e  p o t e n t i a l i t y  o f  i n t e r -  

o r g a n i z a t i o n a l  c o n f l i c t  a m o n g  t r e a t m e n t  s t a f f  m e m b e r s ,  ~ c u s t o d y  

s t a f f  m e m b e r s ,  a n d  e d u c a t i o n a l  p e r s o n n e l .  If  t h e  t e r m  c o n f l i c t  

s e e m s  a bit  t o o  s t r o n g  t o  t h e  r e a d e r ,  t h e n  a f e w  h o u r s  s h o u l d  b e  

s p e n t  in  t h e  s h o e s  o f  an  i n s t i t u t i o n a l  a d m i n i s t r a t o r  w o r k i n g  w i t h i n  

s t a t e  s t r u c t u r e s ,  a t t e m p t i n g  to  f a c i l i t a t e  t h e  m o s t  a p p r o p r i a t e  

p r o g r a m  f o r  d e l i n q u e n t  y o u t h ,  B u r e a u c r a c y  i s  a l w a y s  d i f f i c u l t  to  

u n d e r s t a n d .  A m u c h  n e e d e d  t y p e w r i t e r  o r  s e t  o f  s c h o o l  b o o k s  c a n  be  

h e l d  u p  in t h e  " p i p e l i n e  't f o r  s i x  m o n t h s ,  w h i l e  s u d d e n l y  a n e w  

g o v e r n o r ,  a f t e r  e l e c t i o n  o r  a t  t h e  e n d  o f  a l e g i s l a t i v e  p r o b e  o r  f i s c a l  

2 .  
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year, will authorize the "crash" construction 6f  a bowling alley. To 

develop programs that will • alter and enrich the lives of troublesome 

or troubled youth ia very-frustrating work. It is to that frustration 

that we dedicate this chapter. 

The contents of this chapter are designed to represent a 

balance between two different dimensions. The first dimension is 

time. The chapter explores attitude and the •beliefs society has 

maintained concerning institutional programs. The reason is that 

the  c u r r e n t  s ta te  of  the  a r t  r e f l e c t s  m a n y  h i s t o r i ' c  a n t e c e d e n t s .  It i s  

p r o p o s e d  that  i n s t i t u t i o n a l  a d m i n i s t r a t o r s  m u s t  c o n s t a n t l y  c o n f r o n t  

t w o  d i f f e r e n t  d i m e n s i o n s  in d e v e l o p i n g  and m a i n t a i n i n g  p r o g r a m s .  

That  i s ,  t h e y  m u s t  p r e p a r e ,  e d u c a t e ,  and s t i m u l a t e  to a c t i o n  both  

the  i n s t i t u t i o n a l  s ta f f  and the  c o m m u n i t y  at  l a r g e  on the  n a t u r e  of  

t h e i r  p r o g r a m s .  The  s e c o n d  d i m e n s i o n  i s  the  s k i l l s  n e c e s s a r y  to 

u n d e r t a k e  the  da i l y  job  of  a d m i n i s t e r i n g  an i n s t i t u t i o n a l  p r o g r a m .  

T h e  c o n t e n t s  of th i s  c h a p t e r  a r e  s e c t i o n s  on  p l a n n e d  c h a n g e ,  t h e  

d y n a m i c s  o f . a d m i n i s t r a t i o n ,  d e c i s i o n  m a k i n g ,  insti.~:utional p r o g r a m  

m o d e l s ,  t y p e s  of  o r g a n i z a t i o n ,  m o d e r n  s y s t e m s  a n a l y s i s ,  f o r m a t s  

for  p r o g r a m ,  and p e r s o n n e l  e v a l u a t i o n ,  and f i n a l l y  a b r i e f  l o o k  at 

the  m a n  or  w o m a n  who  a d m i n i s t e r s  i n s t i t u t i o n a l  p r o g r a m s ,  

499  8 
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The D e v e l o p m e n t  of Ins t i tu t ions .  

I n s t i t u t i o n s  w e r e  f i r s t  e s t a b l i s h e d  in t h i s  c o u n t r y  to p r o t e c t  

s o c i e t y  f r o m  the c r i m i n a l  c l a s s  b o r n  to ev i l .  

" T h e  c o l o n i a l  p e r i o d  saw the  e v e n t u a l  d e m i s e  
of c o r p o r a l  p u n i s h m e n t s  (whipping,  b r a n d i n g ,  the  
s t o c k s )  and of the  pun i t i ve  and d e t e r r e n t  r a t i o n a l e  in 
the  t h e o r y  of ' c o r r e c t i o n s .  ' At th i s  t i m e ,  shou ld  the  
you th fu l  o f f e n d e r  be  above  the  age  of r e s p o n s i b i l i t y ,  
as  d i s c u s s e d  e a r l i e r ,  he wou ld  be d e a l t  w i th  as  an  
adu l t .  The i n c i d e n t s  of c h i l d r e n  be ing  h a n g e d  
o c c u r r e d  m o r e  f r e q u e n t l y  t h a n  one  m i g h t  i m a g i n e .  
T h u s ,  as the c o n f i D e m e n t  r a t h e r  t han  p u n i s h m e n t  of  
a d u l t  o f f e n d e r s  b e c a m e  the  p r e v a l e n t  t r e a t m e n t  m o d e ,  
the  you th fu l  o f f e n d e r  j o i n e d  h i s  a d u l t  c o u n t e r p a r t  
w i th in  ",he i n s t i t u t i o n .  " ..: 

( A t k i n s o n ,  1974, p. 174) 

The  a p p r o a c h  a d o p t e d  in t h i s  c o u n t r y  of  conf in ing  a d o l e s c e n t  

o f f e n d e r s  to r e f o r m a t o r i e s  g r e w  ou t  of s e v e n t e e n t h  c e n t u r y  h o u s e s  of 

c o n f i n e m e n t  in E u r o p e  and  E n g l a n d .  T h e s e  w e r e  r e s t r i c t e d  h a b i t a t s  

f o r  the poo r ,  u n e m p l o y e d  c r i m i n a l  p r i s o n e r s  and  the  i n s a n e .  In 

1684 the  F r e n c h  g o v e r n m e n t  d e c r e e ; ,  t h a t  the  h o u s e s  of c o n f i n e m e n t  

s h o u l d  be d iv ided  into s e c t o r s  fo r  m a l e s  and f e m a l e s  if  t h e y  w e r e  

be low the  age  of t w e n t y - f i v e .  T h a t  s a m e  d e c r e e  s p e c i f i e d  t ha t  w o r k  

w a s  to o c c u p y  the g r e a t e r  p o r t i o n  of  the  day, a c c o m p a n i e d  by r e a d i n g  

p ious  books .  " T h e y w i t l  be m a d e  to w o r k  as  long and as  h a r d  as  

t h e i r  s t r e n g t h  and s i t u a t i o n  wi l l  p e r m i t  . . . w i l l  be p u n i s h e d  by 

r e d u c t i o n  of fuel ,  by  i n c r e a s e  of w o r k ,  by i m p r i s o n m e n t  and o t h e r  

pw~ishrnent  c u s t o m a r y  in sa id  h o s p i t a l s ,  a s t h e  d i r e c t o r  s h a l l  s ee  

f i t .  ( F o u c a u l t ,  1973, p. 60). 
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~lThis. f i r s t h o u s e  'of r e f u g e  was  l i t t l e  m o r e  
than  a s e p a r a t e  p r i s o n ,  w a l l e d ,  bu i l t  upon  the  c o n -  
g r e g a t e  ( c o n n e c t e d  o r  s i n g l e  b u i l d i n g s )  h o u s i n g  p l a n .  
~ c a r c e r a t i o n ,  no t  r e h a b i l i t a t i o n ,  was  i t s  p r i m a r y  
p u r p o s e  . . . The  P h i l a d e l p h i a  H o u s e  of R e f u g e  was  
o p e n e d  in 1828 a long  m u c h  the  s a m e  l i nes  a s  the  
o t h e r  t w o ,  and f o r  the  s a m e  e x p r e s s  p u r p o s e :  to 
p r e v e n t  y o u n g s t e r s  f r o m  l e a r n i n g  the  v i c e s  of  t h e i r  
c r i m i n a l  e i d e r s .  • • T h e  f i r s t  n o n p u n i t i v e  r e f o r m a -  
t o r y ,  d e d i c a t e d  to the  c o r r e c t i o n  of  d e s t r u c t i v e  and 
v i c i o u s  you ths  t h r o u g h  p r o p e r  g u i d a n c e  and  t u t e l a g e ,  
was  o p e n e d  in W e s t b o r o ,  M a s s a c h u s e t t s ,  in  1848 
u n d e r  the d i r e c t i o n  of D r .  S a m u e l  G. Howe .  
U t i l i z i ng  a c o n g r e g a t e  hous i r .g  p l an ,  i m b u e d  wi th  th~  
n u r t u r e  t h e o r y  of  b e h a v i o r ,  ~.nfluemced by the  m o o d  
of  u r b a n  d i s e n c h a n t m e n t ,  t h i s  i n n o v a t i v e  a p p r o a c h  
to the  t r e a t m e n t  of  y o u t h f u l  o f f e n d e r s  was  p l a g u e d  
wi th  f a i l u r e  f r o m  i t s  i n c e p t i o n .  F a r m e r s  in the  
a r e a  w e r e  unwi l l i ng  to a c c e p t  p l a c e m e n t  of  c h i l d r e n ,  
F i n a n c i a l  s t r a i n s  w e r e  a g g r a v a t e d  by  o v e r c r o w d i n g .  
F i n a l l y ,  a f i r e  d e s t r o y e d  m o s t  of  the  i n s t i t u t i o n  in 
1 8 5 9 . . .  It wa= l e f t  to  the  Ohio  S t a t e  R e f o r m  
Schoo l ,  e s t a b l i s h e s  it, 1854 u n d e r  the  d i r e c t i o n  of  
a n o t h e r  Howej  Dr .  O . . ' : .  H o w e ,  to sucr-..'.~f~'~'~, 
i m p l e m e n t  the n---w t h e o r i e s  of be~ • ~ "  ~ :.: , ' , . . ' :  on 
and s o c i a l i z a t i o n  in a m i n i m a l  s : : : :  ." .... '. .-.~,' .~'¢- 
c o t t a g e  p lan  i n s t i t u t i o n .  T h i s ,  ~' ::  " - ~  , ,  . ' . .= . . . ~ . a s -  

t r i a l  s c h o o l ,  s t r e s s e d  individua~ .... 4 ti',~.:-r.'.:~,-~, 
p r a c t i c a l  t ec ,hn ica l  o r  a g r i c u l t u r a ,  t r a i n i n g ,  wi th  
s t r o n g  d o s e s  of r e l i g i o n  and p h y s i c a l  educa-~ion. ,i 

(A tk in son ,  1974,  p. 174 -175 )  

P r i s o n s  fo r  you th fu l  c r i m i n a l s  b e c a m e  r e f o r m  s c h o o l s .  

P h y s i c i a n s  d o m i n a t e d  the  c o r r e c t i o n a l  s c e n e  and t h e r a p e u t i c  p r o c e -  

d u r e s  to i d e n t i f y ,  d i a g n o s e ,  c u r e ,  and  c o n t r o l  the  " i l L n e s s "  w e r e  

i n i t i a t e d .  

" T h e  W h i t t i e r  S t a t e  S c h o o l  in W h i t t i e r ,  
C a l i f o r n i a ,  was  o r i g i n a l l y  o p e n e d  in  1899. The  
s c h o o l  had e l e v e n  c o t t a g e s  on a 2 2 6 - a c r e  s i t e .  The  
s u p e r i n t e n d e n t  of  t he  f a c i l i t y  was  a p h y s i c i a n ;  the  
a s s i s t a n t  s u p e r i n t e n d e n t  had  on ly  a high s c h o o l  e d u -  
c a t i o n .  The  r e g u l a r  s t a f f  i n c l u d e d  e igh t  s c h o o l '  
t e a c h e r s ,  nine v o c a t i o n a l  i n s t r u c t o r s ,  t h r e e  n u r s e s ,  
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and thirty-eight group supervisors. The teachers 
were all certified by the state board of education, 
but there were no minimum qualifications for group 

supervisor~. A psychologist and psychiatric ~oci,~l 
worker were irregularly available to render 
clinical services to those children who had been 
singled out by the staff fox" psychiatric evaluation.. 
The Boy's Vocational School in Lansing, Michigan, 
was originally opened under the auspices of the state 
corrections authority as an industrial school. The 
shift in title from industrial school to vocational 
school was an indication of the shift in emphasis 
f r o m . a g r i c u l t u r ~ . l  t r a i n i n g  to t he  t e a c h i n g  of sk i l l s  
m o r e  u s e f u l  in the  u r b a n  e n v i r o n m e n t .  " 

(Atk inson ,  1974, p. 175) 

As the  m e d i c a l  c u r e s  f a i l e d ,  s o c i o l o g i c a l  r e s e a r c h  hav ing  i d e n t i f i e d  

the  p r o b l e m s  of the s l u m s ,  b r o k e n  h o m e s ,  p o v e r t y ,  and a l a c k  of 

e m p l o y m e n t  sk i l l  began  to p r o m o t e  t h e o r i e s  of s u p p o s e d  t r e a t m e n t .  

R e f o r m a t o r i e s  w e r e  r e d e v e l o p e d  to p r o v i d e  a f a m i l y  e n v i r o n m e n t  f o r  

p a r e n t l e s s  c h i l d r e n .  

F o r  a l l  p r a c t i c a l  p u r p o s e s ,  the  i n s t i t u t i o n s  fo r  d e l i n q u e n t  

you th  w e r e  a i m e d  a t  s t a b i l i z i n g  s o c i e t y  by r e m o v i n g  d e v i a n t  and  

d e p e n d e n t  c h i l d r e n .  _Ant, c o n c e r n  fo r  e f f e c t i v e n e s s  of  t h e s e  t r a d i -  

t i o n a l  and o u t m o d e d ,  b o r r o w e d  E u r o p e a n  p r a c t i c e s  was  not  a f a c t o r  

in  t h e i r  r a p i d  e s t a b l i s h m e n t .  " T h e  a l m s h o u s e  and  the o r p h a n  

a s y l u m ,  the  p e n i t e n t i a r y ,  the  r e f o r m a t o r y ,  and  the i n s a n e  a s y l u m ,  

• a l l  r e p r e s e n t  an e f fo r t  to i n s u r e  c o h e s i o n  of the  c o m m u n i t y  in new 

and changing circumstances. (Rothman, 1971, p. x, p. iii). 

J 

"Within  a p e r i o d  of f i f ty  y e a r s ,  beg inn ing  in the  
n i n e t e e n t h  c e n t u r y ,  not  on ly  was  the p e n i t e n t i a r y  
d i s c o v e r e d  and s p r e a d  a c r o s s  the face  of t:~.o 
c o l o n i e s ,  but by 1860, t w e n t y - e i g h t  of the t h i r t y - t h r e e  
s t a t e s  had  a s y l u m s  f o r  the  i n s a n e .  Th i s  d e v e l o p m e n t  
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was coincidental with sudden rapid growth of t.be 
colonies and antedated only slightly the development 
of compulsory education and correctional programs 

f o r  you th .  " 
( R h o d e s  and Head ,  1974, p. 27) 

With the advent of the industrial revolution and urbanization, 

t r e a t m e n t  at  any  c o s t  was  too  s l o w  and p r o b a b l y  too i n e f f e c t u a l .  

I n c r e a s e d  g o v e r n m e n t a l  c o n t r o l  g r o w i n g  out  of  d e p r e s s i o n - f i g h t i n g  

m e c h a n i s m s  m o u n t e d  the  j u v e n i l e  Cour t  m o v e m e n t  w h i c h  wen t  f a r  

b e y o n d  any though t  fo r  s p e c i a l  t r e a t m e n t .  I n s t i t u t i o n s  b e c a m e  

s y m b o l s  of the p e r i o d ,  r e f l e c t i n g  the  c h a n g e s  in s o c i e t y  and,  in 

p a r t i c u l a r ,  f a m i l y  l i f e .  

"One  of the  m a i n  f o r c e s  beh ind  the  ch i / . t -  
e a r i n g  m o v e m e n t  was  a c o n c e r n  f o r  the  s t r u c t u r e  of  
f a m i l y  l i fe  and the  p r o p e r  s o c i a l i z a t i o n  of  young  
p e r s o n s ,  s i n c e  i t  w a s  t h e s e  c o n c e r n s  tha t  kad t r a -  
di t ionall .  7 g iven  p u r p o s e  to a w o m a n ' u  l i f e .  " 

(Plat-t,  19~9, p. 26 -27 )  

T h e  c h i l d - s a v e r  m o v e m e n t  b e c a m e  a p e r m a n e n t  a s p e c t  of 

A m e r i c a n  l i fe  when it was  i n c o r p o r a t e d  in to  the j u v e n i l e  c o u r t  

s y s t e m .  The  who le  i dea  of new c a t e g o r i e s  of c h i l d h o o d  s o c i a l  

• d e v i a n c e ,  e . g . ,  i n c o r r i g i b i l i t y ,  t r u a n c y ,  n e g l e c t ,  v i c i o u s  and 

i m m o r a i b e h a v i o r ,  w e r e  b o r n ,  

" T h e  j u v e n i l e - c o u r t  m o v e m e n t  wen t  f a r  b e y o n d  
a c o n c e r n  fo r  s p e c i a l  t r e a t m e n t  of  a d o l e s c e n t  
o f f e n d e r s .  It b r o u g h t  wi th in  the  a m b i t  of  g o v e r n m e n t  
c o n t r o l  a s e t  of youfl~ful a c t i v i t i e s  t ha t  had  b e e n  

p r e v i o u s l y  i g n o r e d  o r  d e a l t  wi th  on an i n f o r m a l  b a s i s .  " 
( P l a t t ,  1959, p. 29) 

S o c i e t y  r a t i o n a l i z e d  the  r a p i d  g r o w t h  of  i n s t i t u t i o n s  as  a 

m e a s u r e  to p r o t e c t  c h i l d r e n  a g a i n s t  the  h a z a r d s  of l i fe  Which t hey  
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w e r e  not  e q u i p p e d  d e v e l o p m e n t a l l y  to  c o n f r o n t .  " T h e r e  is  no lo t  a s  

we al l  know so h o p e l e s s  and h e l p l e s s  a s  tha t  of a d e s t i t u t e  o r p h a n i  

i t s  c a r e e r  of  s in  and i l l ,  when  n e g l e c t e d ;  is  a l m o s t  c e r t a i n  . . . "  

• ( C i n c i n n a t i  O r p h a n  A s y l u m ,  Annua l  R e p o r t  f o r  1848, p. 3): .  T h e  

B o s t o n  A s y l u m  and R e f o r m  Schoo l  was  c o n s t r u c t e d  t o  p r o v i d e  f o r  

c h i l d r e n  s u f f e r i n g  f r o m  " a b o d e s  of  r a g g e d n e s s  and  want ,  w h e r e  

m i n g l e d  wi th  the  c r i e s  of  h e l p l e s s  n e e d ,  the  s o u n d s  of b l a s p h e m y  

a s s a i l  y o u r  e a r s ;  and  f r o m • e x a m p l e  of f a t h e r  and  of  m o t h e r ,  the  

m o u t h  of l i s p i n g  c h i l d h o o d  i s  t augh t  to c u r s e  and r e v i l e .  " 

( R o t h m a n ,  1971, p. 170).  By :1899 the  ch i ld  s a v e r s  had  a l r e a d y  

e s t a b l i s h e d  the  f i r s t  j u v e n i l e  c o u r t  in  C h i c a g o .  Aga in ,  • the  j u s t i f i c a -  

t ion  was  s t i l l  the  s a m e - - t h a t  a s y l u m s  and i n s t i t u t i o n s  w e r e  n e c e s s a r y  

f o r  the m o r a l  t r e a t m e n t  of h e l p l e s s  you th  in p r e p a r i n g  t h e m  f o r  t h e  

g r e a t  s o c i e t y  p r o m i s e d  in the  A m e r i c a n  d r e a m  when ,  in f a c t ,  the  

c a r e t a k e r s ,  as  t hey  p r e f e r r e d  to c a l l t h e m s e l v e s ,  w e r e  a t t e m p t i n g  

to  r e v a l u e  c h i l d r e n  who r e p r e s e n t e d  a v a l u e  s t r u c t u r e  no t  c o n d o n e d  

by  g e n e r a l  s o c i e t y .  

By the  e a r l y  1 9 0 0 ' s ,  ch i ld  g u i d a n c e  c l i n i c s  w e r e  b e g i n n i n g  in 

C h i c a g o  and B o s t o n .  A n e w  p r 0 g r e s s i v i s m ,  " w e a k  m i n d s "  and  

" p r e d i s p o s i t i o n s  f o r  e v i l "  had begun  to g ive  way  to o r g a n i z e d  m e n t a l  

h e a l , 3  m o v e m e n t .  In 1921, a n a t i o n a l  c o n f e r e n c e  on the  p r e v e r i t i o n  

of  j u v e n i l e  d e l i n q u e n c y  was  he ld .  T h e  o u t c o m e  was  the  f i v e - y e a r  

d e m o n s t r a t i o n  r e q u e s t  f o r  ch i ld  g u i d a n c e  c l i n i c s  wh ich  y i e l d e d  the 

f a m o u s  H e a l y  and B r o n n e r  R e p o r t  ( ! 926 ) .  F o r  the f i r s t  t i m e .  
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c o m m u n i t y  t r e a t m e n t  c e n t e r s  b e g a n  to r e p l a c e  t h e  idea  of the  

a ~ y l u m  wh i ch  e s s e n t i a l l y w a e  o p e r a t e d  on an  o u t - o f - s i g h t ,  o u t - o f -  

m i n d  p r i n c i p l e .  

" T h e  c l i n i c  o r  ' c e n t e r '  had  s u p p l a n t e d  the  
a s y l u m  as  the  i n s t i t u t i o n a l  d e f e n s e  a g a i n s t  the  
m e n a c i n g  • p r e s e n c e  of i r r a t i o n a l i t y  w i t h o u t  and 
w i t h i n .  We no l o n g e r  n e e d e d  to w a l l  ou t  th i s  i n f e c -  
t i ous  m e n a c e .  We now had  the  t o o l s  f o r  t h r e a t -  
r e d u c t i o n  t h r o u g h  s c i e n t i f i c  l a b e l s ,  and  i s o l a t e  
t h r o u g h  p r o g r a m  8 of  i n t e r v e n t i o n .  The  p o p u l a t i o n s  
a t  r i s k  w e r e  s t i l l  the  d e s t i t u t e ,  the  p o w e r l e s s ,  and  
the  c u l t u r a l l y  d i f f e r e n t .  T h e  p r e f e r r e d  i m a g e  was  
s t i l l  t h e  c h a r a c t e r  t y p e ,  b e h a v i o r a l  p a t t e r n  and l i f e  
s t y l e  of  ' s u c c e s s f u l , '  ' h a r d - w o r k i n g , '  ' g r a t i f i c a t i o n -  
d e l a y i n g ,  ' ' s t a b l e '  m i d d l e - c l a s s  A n g l o - S a x o n  
c u l t u r e - b e a r e r s  l i v ing  q u i e t l y  b e h i n d  the  d o o r s  of  
t h e i r  own h o m e s ,  on t h e i r  own p r o p e r t y ,  i n  
p e a c e f u l  n e i g h b o r h o o d s .  Now, h o w e v e r ,  wi th  the  
a d v e n t  of s o c i a l  s c i e n c e s ,  and the  t e c h n o l o g i e s  of  
s o c i a l  s e r v i c e s ,  t h e r e  was  an o b j e c t i v e l y  v a l i d a t e d  
r a t i o n a l e  f o r  o n e ' s  c h a r a c t e r - t r a i t  and  l i f e - s t y l e  
p r e f e r e n c e s .  T h e r e  w e r e  i n d i c e s  o f  p a t h o l o g y  
d e t e r m i n i n g  who was  no t  s o c i a l l y  and e m o t i o n a l l y  
a d a p t e d .  It was  n o t  a m a t t e r  of a r b i t r a r y  p e r s o n a l  
p r e j u d i c e  o r  s o c i a l  p o w e r .  It was  now a m a t t e r  of  
s c i e n c e - - t h e  new n a t i o n a l  C h u r c h ;  and  thus  the  
w h o l e  s o c i a l  i n s t i t u t i o n  of m e n t a l  h e a l t h  c a m e  in to  
be i ng .  The  p a r t n e r s h i p  b e t w e e n  b o u r g e o i s  o r d e r  
and m e d i c i n e ,  f o r m e d  a r o u n d  the  t h r e a t  of  i r r a t i o n -  
a l i t y  a t  t he  t i m e  o f  the  R e f o r m a t i o n  and  the  
d i s a p p e a r a n c e  of  the  s c o u r g e  of  l e p r o s y ' ,  m o v e d  
a w a y  f r o m  the  r e l i g i o u s  a m b i a n c e  o f  ' m o r a l  t r e a t m e n t '  
in to  the  a u r a  of ' p u b l i c  h e a l t h . '  T h e  p o w e r f u l  
e m p i r i c a l  a n t i b o d i e s  of  m e d i c a l  d i a g n o s i s  and m e d i c a l  
t r e a t m e n t  would  now be  a p p l i e d  to  s o c i a l  i i l s ,  t h r o u g h  
the  i n v a s i o n  of  d i s o r g a n i z e d  c o m m u n i t y  m e m b e r s .  
M e d i c a l  t r e a t m e n t  p r o v i d e d  f u r t h e r  p r o t e c t i o n  
a g a i n s t  the  c o n t a m i n a t i o n  of  the  i n d i v i d u a l  by 
i n d i v i d u a l  t h r o u g h  the  p s y c h o l o g i c a l  d i s t a n c e  o f  the  
s u b j e c t - o b j e c  t s p l i t  m a i n t a i n e d  by m o d e r n  s c i e n c e .  
P s y c h o l o g i c a l  m e c h a n i s m s  of  d i s p l a c e m e n t  and p r o -  
j e c t i o n  w e r e  l e g i t i m i z e d  by th i s  s e p a r a t i o n  b e t w e e n  
the  e x c i t o r  and r e a c t o r .  No l o n g e r  did s ane  and 
i n s a n e  s h a r e  s in  in c o m m o n .  The  d i s e a s e  was  witJdn 
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the excitor, not a mutual bond between excitor and 
reactor. The disease was communicable, but 
modern asepsis was more powerful than stone walls 
for protection against this type of transmission. No 
longer did the dominant culture-bearer have to look 
into the mirror of irrationality and say, 'We have 
seen the enemy and they are us. ' Now, the threat 
to collective orderliness lay without. " 

(Rhodes and Head, 1974, p. 30) 

Institutional growth continued to reflect society in general 

following the great depression. The depression had brought what 

would eventually be vocation education in the institution. Skills for 

gainful employment were taught by having the youth take active roles 

in farming, shoe making, furniture repair, etc ~ Vocational 

craftsmen known as tradesmen were employed for the first time. 

No longer were incarcerated youth merely a source of cheap labor 

within the institution. The work in the institution served to teach 

skills that provided gainful employment upon release. 

The First World War had alerted the American people to the 

number of functional i11iterates in this country. Research in the 

1920's and 1930's exposed the relatioz~ship between poor academic 

achievers and delinquency. School programs teaching academic 

subject material in institutions began in the 1920's. Remedial educa- 

tion was added in the 1930's, and special education in the 1940's. 

• Special education was added to institutional programs emphasizing a 

concern for the mentally retarded delinquent and later those with 

serious emotional di.~t-urbances. 
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World War I l h a d  b rough t  new mean ing  to an old word .  

Rehabi l i ta t ion  of the r e t u r n i n g  v e t e r a n w o u n d e d  or  euf fe r ing  f r o m  

the s t r a in  of comba t  through the Veteran  a d m i n i s t r a t i o n  p r o g r a m s  

e m p h a s i z e d  a n u m b e r  of r e l a t i v e l y  p r e v i o u s l y  u n h e a r d  of t h e r a p i e s .  

• Speech and language t h e r a p y  , phys i ca l  and occupa t iona l  t h e r a p y ,  and  

various forms of counseling and psychotherapy became household 

words. Institutional programs began to reflect these various ~hera' 

peutic forms, especially those emphasizing counseling and psycho- 

therapy. These approaches directed a t modifying behaviors 

associated with delinquency were natural extensions of the sociolog- 

ical treatments of the early 1900's (teaching values and restricting 

family life b 7 pior.eering a home away from the poor-home model 

which the sociologists agreed produced delinquency). 

The psychological approach did not emphasize the generation 

of a healthy institutionalized "home" environment as had the socio- 

logical approach. The psychological approach attempted to produce 

a healthy person, capable of making good personal decisions not 

dependent upon a particular home environment. The prohibiting 

problem to the psychological approach was the extreme cost in pro- 

riding individual and even group psychological-psychiatric 

treatment to incarcerated youth. A lack of professional manpower to 

work in institutions may have been based on the semi-militaristic 

disciplines and beliefs which existed in them. Finally however, the 
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e v i d e n c e  which  s e e m e d  to r e s u l t  f r o m  p s y c h o l o g i c a l  t r e a t m e n t  was  

not  a l w a y s  the m o s t  r e w a r d i n g  in f a v o r  of t ha t  t r e a t m e n t  a p p r o a c h .  

It would  a p p e a r  t ha t  in the  d e v e l o p m e n t  of i n s t i t u t i o n s ,  t h e y  

h a v e  c o m p l e t e d  a fu l l  c y c l e ,  T h e y  h a v e  t r i e d  a l m o s t  a l l  e x i s t i n g  

f o r m s  of  t r e a t m e n t  p r o g r a m s ,  beg inn ing  w i t h  i n s t r u c t i o n  in m o r a l  

p r i n c i p l e s  t h r o u g h  m e d i c a l ,  • s o c i o l o g i c a l ,  e d u c a t i o n a l ,  v o c a t i o n a l ,  

p s y c h o l o g i c a l  a p p r o a c h e s  l e a d i n g  to c o m m u n i t y  p a r t i c i p a t i o n .  

P r o b a b l y ,  to a g r e a t  ex ten t ,  the  pub l ic  s t i l l  (1975) s e e s  a c o r r e c -  

t i o n a l  i n s t i t u t i o n  as  a p lace  to pun i sh  (as a c u r e )  c r i m e  and ev i l .  

T h e r e f o r e ,  i t  is p u n i s h m e n t  of the  p e r s o n ,  no t  the  b e h a v i o r a l  ac t ,  

t h a t  m u s t ,  in the publ ic  eye ,  a l w a y s  be c o n s i d e r e d .  In a c i v i l i z e d  

c o u n t r y  one f o r m  of  p u n i s h m e n t  is to r e r n ~ , e  a p e r s o n  f r o m  h i s  d a i l y  

r o u t i n e  and  p lace  h i m  into a c o n t r o l l i n g  e n v i r o n m e n t  fo r  a p e r i o d  o f  

t i m e .  A d m i n i s t r a t o r s ,  m u s t  be c o n c e r n e d  wi th  t h e  q u e s t i o n  of  

w h e t h e r  t i m e  h e a l s .  They  m u s t  a l s o  e d u c a t e  s o c i e t y  to the  r e a l i z a -  

t i o n  tha t  i n s t i t u t i o n s  have  n e v e r  s e r v e d  as  a d e t e r e n t  fo r  c r i m e ,  o r  

h a b i l i t a t e d  Or r e h a b i l i t a t e d  c r i m i n a l s .  I n s t i t u t i o n s  m e r e l y  c o n t a i n  

t h e m ,  p r o t e c t i n g  s o c i e t y .  The  on ly  hope  f o r  t r e a t m e n t  a r e  

c o m m u n i t y  t r ea t rnen~  f a c i l i t i e s ,  e s p e c i a l l y  f o r  you th fu l  o f f e n d e r s .  

Wha t  is n e e d e d  a r e  m o r e  a l t e r n a t i v e s  to t h o s e  c u r r e n t l y  e x i s t i n g ,  

and  j o i n t  c o o p e r a t i v e  v e n t u r e s  b e t w e e n  t r e a t m e n t  a g e n c i e s .  

The point  is tha t  an i n s t i t u t i o n a l  a d m i n i s t r a t o r  m u s t  m a k e  a 

d e c i s i o n  about  the p r o g r a m  h i s  i n s t i t u t i o n  wi l l  o f f e r .  The  p r o b l e m  

wi th  t r e a t m e n t  p r o g r a m s  in the p a s t  is t ha t  t h e y  w e r e  one s i ded ,  one 

r 
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o f  a k i n d ;  al_ ! t h e  y o u t h  h a d  to  f i t  t h e  s t r u c t u r e d  p r o g r a m .  T h a t  

n e v e r  w o r k s .  It a p p e a r s  t h a t  p r e s c r i p t i o n s  o f  n e e d  b a s e d  o n  a 

. p l a n n e d  p r o g r a m  f o r  a g i v e n  c h i l d  a r e  in  o r d e r .  T h e y  c a n  b e  e f f e c -  

t i v e  i f  a n  i n s t i t u t i o n  h a s  t h e  r a n g e  o f  p r o g r a m s  n e c e s s a r y  to  f i t  t h e .  

program to the youth. C o m p r e h e n s i v e  p r o g r a m s  for the 1970's to 

meet complex socialypcrsonal-cultural problems are necessary. 

The institution must become a part of hhe social order, not apart • 

from it. That means it must have its own diagnostic reception 

centers, ability to set sentence, work study, and social conlrnunity 

officers to follow up its former residents. 

Reynolds (196Z) has described a b;erarchy of special educa- 

tion programs that deserves our attention for two reasons. First, 

it plainly reveals that a child should not be placed into an institu- 

tional program until every available aspect of cornn%unity treatment 

is explored and eliminated as a possibility. It is simply not good 

enough to have residential institution and regular public school 

classes. A system of alternatives are needed between these., two 

extremes. It is not appropriate to institutionalize a child for his 

failure to conform to a regular class, regular school, regular 

society--especially during a period of crisis in his life. Figure l 

provides a flow of the alternatives Reynolds deems important for 

hnndicapped children. Many of these same alternatives, interwoven 

between school and community, would make a set of salient features 

for adjudicated youth. 
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FIGURE 1 

Special  Education P r o g r a m s  

Hospi ta l s  and 
T r e a t m e n t  C enter s  

Hospi ta l  School  

Residential School  

Spec:tal Day School  

7 
F u l l - T i m e  Spec ia l  Class  

P a r t - T i m e  Spec ia l  Class  

Regular  C l a s s r o o m  Plus 
R e s o u r c e  Room S e r v i c e  

Regular  C l a s s r o o m  With 
Supplementary Teaching  or Treatment  

Regular Classroom With Consultat ion 

Most  P r o b l e m s  Handled in Regular  C l a s s r o o m  

• , j 

N u m b e r  o f  C a s e s  

(Reynolds,  1970, p. 34) 
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The 1970's  have  m a r k e d  the  p e r i o d  of p r e v e n t i o n  and  

c o m m u n i t y  i n v o l v e m e n t  wi th  g r e a t e r  a t t e n t i o n  be ing  paid to t h e s e  

a s p e c t s  than  e v e r  b e f o r e .  P r o j e c t  N e w g a t e ,  f u r l o w s ,  p r e - r e l e a s e ,  

and  c o m m u n i t y  t r e a t m e n t  a r e  c o m m o n  e x p r e s s i o n s  in ou r  c u r r e n t  

c o r r e c t i o n a l  c o n v e r s a t i o n s .  

"The  H i g h f i e l d s  and S i l v e r l a k e  e x p e r i m e n t s  
have  been  wel l  d o c u m e n t e d  ( M c C o r k l e ,  E l i a s ,  and  
Bixby ,  1958; E m p e y  and  L u b e c k ,  1971) as  two of 
the m o r e  p r o m i s i n g  new a p p r o a c h e s  to i n s t i t u t i o n a l  
i n t e r v e n t i o n s .  Both a r e  a i m e d  a t  n o r m a l ,  a d j u d i -  
c a t e d  d e l i n q u e n t  boys  of  f i f t e e n  to e i g h t e e n  •yea r s  
who have  been  d i a g n o s e d  as  h a v i n g  e c o l o g i c a l l y -  
b a s e d  d e v i a n c e  p r o b l e m s .  H o w e v e r ,  t h e y  d i f f e r  in 
t h e i r  a p p r o a c h e s  to the  e n v i r o n m e n t a l  i n t e r v e n t i o n .  
H i g h f i e l d s  has  m o d i f i e d  a m o d e r n i z e d  r u r a l  c o n g r e -  
ga t e  plan for  a s m a l l  n u m b e r  of  b0Ys into  a s i m u l a -  
t ion  of a r e a l  env i ronmen t . .  S i l v e r l a k e  l e a v e s  the  
ch i ld  wi th in  the  t r o u b l i n g  e n v i r o n m e n t  w h i l e  
u t i l i z i n g  p e e r  g r o u p  t h e r a p y  to t e a c h  the boy  to cope  
wi th  tha t  e n v i r o n m e n t .  Both  e m p h a s i z e  ' job  t r a i n i n g '  
and ' c a r e e r  c o u n s e l i n g  and p l a c e m e n t '  es  an  i n t e g r a l  
p a r t  of t h e i r  p ros :  a m .  The p r i m a r y  t r e a t m e n t  m o d e  
a t  H ighf i e lds  has  b e e n  the  g u i d e d  g r o u p  i n t e r a c t i o n .  " 

(Atk inson ,  1974, p. 176) 

The work ing  i n s t i t u t i o n a l  a d m i n i s t r a t o r  h a s  t h r e e  m a j o r  t a s k s  

in m a k i n g  c 0 m m u n i t y - b a s e d  p r o g r a m s  w o r k .  

F i r s t ,  he m u s t  c o n v i n c e  s o c i e t y  t h a t  d e l i n q u e n c y  is  a 

c o m m u n i t y  p r o b l e m ,  not  a p r o b l e m  f o r  a p e r s o n  or  a f a m i l y .  

T h e r e f o r e ,  h is  e f f o r t s  to e d u c a t e  the  c o m m u n i t y  a t  l a r g e  on w h a t  he 

e x p e c t s  and is doing and n e e d s  to do m u s t  be a c h i e v e d .  

" P e r h a p s  the  m o s t  t ou t ed  new d e v e l o p m e n t  in 
i n s t i t u t i o n s  has  been  the  i m p l e m e n t a t i o n  of the  ' r e [ u r n  
to c o m m u n i t y '  t r e a t m e n t  m o d e  t h r o u g h  the h a H w a  7 or  
g r o u p  h o m e  c o n c e p t . "  (A!per  and  K e l l e r ,  1970) 

(Atk ineon ,  1974, p° 176) 
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S e c o n d l y ,  he m u s t  c o n t i n u e  to u p g r a d e  the  institution's s taf f ,  u n t i l  

t h e y  ave  Capable of e m p l o y i n g  e f f o r t s  d i r e c t e d  at  a l t e r i n g  p o o r l y  

d e w - l o p e d  b e h a v i o r a l  p a t t e r n s  o r  a l a c k  Of b e h a v i o r a l  a l t e r n a t i v e s  

f or  c h r o n i c a l l y  d i s r u p t i v e  y o u th .  And,  f i n a ! l y ,  h e  m u s t  w o r k  to 

f a c i l i t a t e  a r t i c u l a t i o n  a m o n g  a l l  the  a g e n c i e s  that  t e a c h  a c h r o n i c a l l y  

d i s r u p t i v e  youth  the v a l u e s  of  l i f e .  A l i a s o n  of p u b l i c ,  p r i v a t e ,  

c o m m u n i t y ,  s t a t e '  and f e d e r a l  r e l a t i o n s h i p s  w i th  s i n g l e  g o a l  

s t a t e m e n t s  c l e a r l y  c o m m u n i c a t e d  a r e  the  o n l y  w a y  i n s t i t u t i o n s  can  

f u n c t i o n  in the  s o c i e t a l  m a i n s t r e a m .  • And if  the  i n s t i t u t i o n  f a i l s  to 

a c h i e v e  that  p o s i t i o n ,  it  i s  m e r e l y  a b a c k d o o r  f o r  s o c i e t y  to c l o s e  

ou t  i t s  "ugly" m e m b e r s .  If that  i s  t r u e ,  t h e n  w e  h a v e  not  a d v a n c e d  

in  our b e l i e f  of  h u m a n  n a t u r e  ~ i n c e  the  R e n a i s s a n c e .  

. .  , : .  

C u r r e n t  State  of the  A r t  

If a c a p a b l e  young  m a n  o r  w o m a n  w e r e  to a s k  the  q u e s t i o n - -  

H o w  do I p r e p a r e  for  a c a r e e r  as  an a d m i n i s t r a t o r  of  a s t a t e  or  

p r i v a t e  p r o g r a m  for  d e l i n q u e n t  y o u t h ? - - i t  wou| .d be  d i f f i c u l t  to  

a n s w e r .  And,  ~ny  s p e c i f i c  a n s w e r  w o u l d  and c o u l d  g e n e r a t e a r g u -  

m e n t s .  F o r  i n s t a n c e ,  t h e r e  i s  a t h e o r y  that  a1_~l a d m i n i s t r a t o r s  

s h o u l d  be p r e p a r e d  as  g e n e r a J i s t s ,  s i n c e  th e  a c t  of  a d m i n i s t r a t i n g  a 

p r o g r a m  is  m e r e l y  one  o f  d e c i s i o n  m a k i n g .  Th e  a d v o c a t e s  of th e  

g e n e r a l i s t  p o s i t i o n  w o u l d  a d v a n c e  a r g u m e n t s  th a t  a l l  a d m i n i s t r a t i v e  

slz 21 i 



• p r o b l e m s  a r e  s i m i l a r  in n a t u r e ,  and  the  s t r u c t u r e  o r  e n v i r o n m e n t  in 

• w h i c h  t h e y  o c c u r  is not  c o n s e q u e n t i a l .  T h e y  f e e l  t ha t  t he  c o n t e n t  

q u e s t i o n  i s  no t  an  i s s u e ;  t ha t  i s ,  i t  m a k e s  no  d i f f e r e n c e  if  the  

d e c i s i o n  to be m a d e  c o n c e r n s  t r e a t m e n t ,  m a i n t e n a n c e  (food,  

c l o t h i n g ,  and s h e l t e r ) ,  o r  e s t a b l i s h i n g  a s e n t e n c e  of c o n f i n e m e n t  

w i t h i n  the  i n s t i t u t i o n .  

O b v i o u s l y ,  o p p o n e n t s  of  the  g e n e r a l  a d m i n i s t r a t i v e  po in t  of 

v i e w  b a s e  t h e i r  a r g u m e n t s  on t he  k n o w l e d g e  t h a t  an  a d m i n i s t r a t o r  

m u s t  h a v e  in the s u b s t a n t i v e  c o n t e n t  o f  h i s  f i e l d .  It i s  qu i t e  a 

d L f f e r e n t  t a s k  to d e v e l o p  an a d m i n i s t r a t i v e  p r o g r a m  in p r o c e s s  t h a n  

to  d e s c r i b e  the s u b s t a n t i v e c o n t e n t  f o r  t h a t  p r o c e s s .  It is  o b v i o u s  

t h a t  t he  two l a r g e  d i v i s i o n s  of  a r e s i d e n t i a l  p r o g r a m  a r e  m a i n t e n a n c e  

a n d  t r e a t m e n t .  Is g r o u p  w o r k  a m a i n t e n a n c e  o r  t r e a t m e n t  f u n c t i o n ?  

It i s  u s u a l l y  s u p e r v i s e d  by s o c i a l  w o r k e r s  s k i l l e d  in g r o u p  p r o c e s s ,  

and  has  t r e a t m e n t  i n t e r v e n t i o n  q u a l i t i e s ,  bu t  f r e q u e n t l y  i t  o c c u r s  in  

c o t t a g e s  o r  r e s i d e n c e  ha l l s  a f t e r  t he  e v e n i n g  m e a l .  T h i s  i s s u e ,  l ike  

so m a n y  o t h e r s  to be r a i s e d  in t h i s  c h a p t e r ,  e s s e n t i a l l  V i s  

u n a n s w e r a b l e  u n l e s s  put  in to  the  c o n t e x t  of  a g i v e n  a d m i n i s t r a t i v e  

f r a m e w o r k .  

B u r r e l l o  (1973) has  p r o v i d e d  a c u r r e n t  r e v i e w  on R e s e a r c h  

and  T h e o r y  i n  S p e c i a l  E d u c a t i o n  A d m i n i s t r a t i o n ,  s t a t i n g  tha t ,  " In  the  

a r e a  of  s p e c i a l  e d u c a t i o n  a d m i n i s t r a t i o n ,  l i t t l e  r e s e a r c h  has  b e e n  

r e p o r t e d  in the  l i t e r a t u r e . "  (p. 229) .  R u c k e r  (1971) ha s  g r o u p e d  the  

s t u d i e s  in s p e c i a l  e d u c a t i o n  a d m i n i s t r a t i o n  in to  fou r  are~.s .  T h e s e  
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a r e :  1) w i t h i n - g r o u p  s t u d i e s :  s u r v e y s  of  s p e c i a l  e d u c a t i o n  a d m i n i -  

s t r a t o r s  ~ c o n c e r n  for  a s p e c i f i c  r o l e  o r  f u n c t i o n  t h e y  shou ld  o r  m u s t  

p e r f o r m ;  2) b e t w e e n - g r o ~ p  s t u d i e s :  c o m p a r i s o n s  of s p e c i a l  e d u c a -  

t i on  a d m i n i s t r a t o r s  with o t h e r  g r o u p s  of a d m i n i s t r a t i o n ,  in a r e a s  of  

a t t i t u d e s ,  p e r c e p t i o n s ,  r o l e ,  and  f u n c t i o n  of  s p e c i f i c  job  t a s k s ,  o r  

j ob  a n a l y s e s ;  3) o r g a n i z a t i o n a l  c l i m a t e  s t u d i e s :  u s u a l l y  d e s c r i p t i v e  

s t u d i e s  of  a p a r t i c u l a r  o r g a n i z a t i o n  s t r u c t u r e  o r  p a t t e r n  wi th in  a 

g i v e n  type  of a d m i n i s t r a t i v e  un i t ,  e . g . ,  s c h o o l  d i s t r i c t ,  i n s t i t u t i o n ,  

e t c .  ; a n d  4) d e s c r i p t i v e  s t u d i e s :  a s t u d y  of  t h o s e  f a c t o r s  w h i c h  

i n f l u e n c e  the  d e v e l o p m e n t ,  r o l e ,  o r  f u n c t i o n  of  a s p e c i f i e d  a s p e c t  of  

a s p e c i a l  e d u c a t i o n  p r o g r a m  o r  s e r v i c e .  B u r r e l l o  (1973) c o n c l u d e s  
• : 

t h a t  s p e c i a l  e d u c a t i o n  a d m i n i s t r a t i o n  is s t i l l  in  i t s  e a r l y  i n f a n c y  and  

t h a t  the  r e s e a r c h  to da te  h a s  a t t e m p t e d  to d e s c r i r t i v e I  Y c l a s s i f y  

a d m i n i s t r a t i v e  p h e n o m e n a  into  l o g i c a l  c a t e g o r i e s  f r o m  which  

m e a n i n g f u l  g e n e r a l i z a t i o n s  can  be d r a w n .  

N e w m a n  (1968) a t t e m p t e d  to d e t e r m i n e  wha t  t a s k s  s p e c i a l  

e d u c a t i o n  a d m i n i s t r a t o r s  p e r f o r m e d  b a s e d  on: !) a c t u a l  p e r f o r m a n c e ,  

2) i d e a l  p e r f o r m a n c e ,  and 3) r e l a t i v e  i m p o r t a n c e  of  t h e s e  t a s k s .  

He found  no s i g n i f i c a n t  d i f f e r e n c e s  b e t w e e n  w h a t  a d m i n i s t r a t o r s  

a c t u a l l y  d id ,  and the t a s k s  t h e y  f e l t  s h o u l d  be p e r f o r m e d .  Newma_n 

found  t h a t  v e r y  few d a t a - b a s e d  d e c i s i o n s  w e r e  be ing  m a d e .  He 

s u g g e s t s  t h a t  m o r e  d i r e c t  o b s e r v a t i o n a l  r e s e a r c h  c o n c e r n i n g  t a s k s  

i n v o l v e d  in the a d m i n i s t r a t i o n  of s p e c i a l  e d u c a t i o n  p r o g r a m s  is  

b a d l y  n e e d e d .  The r e l a t i o n s h i p  of  the s p e c i a l  e d u c a t i o n  d i r e c t o r  to 
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t e a c h i n g  a c t i v i t i e s  d e t e r m i n e d  how a d m i n i s t r a t i v e  t a s k s  w e r e  

r a n k e d  in o r d e r  of  i m p o r t a n c e - - p a r t i c u l a r l y  p lanning ,  d e v e l o p m e n t ,  

a n d  e v a l u a t i o n  of  t e a c h e r s .  The at t i tude  of  o ther  a d m i n i s t r a t o r s  

• t o w a r d  the s p e c i a l  educat ion  d i r e c t o r s ,  and the r o l e  in the adrnini -  

s t r a t i v e  h i e r a r c h y ,  a l s o  have  a d i r e c t  i n f l u e n c e  on t h e  ranking of  

a d m i n i s t r a t i v e  tasks  by the s p e c i a l  e d u c a t i o n  a d m i n i s t r a t o r s .  

If the  c o m p l e x i t i e s  of  a d m i n i s t e r i n g  s p e c i a l  p r o g r a m s  wi th in  

i n s t i t u t i o n s  can be r e d u c e d  to a d i c h o t o m o u s  r e l a t i o n s h i p ,  t h e  two 

h o r n s  of  the d i c h o t o m y  would  be c u s t o d i a l  m a i n t e n a n c e  and a c t i v e  

t r e a t m e n t .  The  cus tod ia l  at t i tude i s  d e f i n e d  as  a m a i n t e n a n c e  of  the 

r e s i d e n t  as  a r e c i p i e n t  throughou t the i n s t i t u t i o n a l i z a t i o n  p e r i o d .  The  

v i e w  m a y  be one of  p u n i s h m e n t  for  a c r i m e ,  or  the  p r o t e c t i o n  of the 

r e s i d e n t ,  or  p r o t e c t i o n  of  s o c i e t y .  A p a s s i v e  t r e a t m e n t  plan m a y  

a c c o m p a n y  c u s t o d i a l  m a i n t e n a n c e .  P a D s i v e  t r e a t m e n t  m a y  be  

r e g a r d e d  as  t i m e  to think, good food,  a c l e a n  bed,  w o r k  de ta i l ,  and 

m o r a l ,  s p i r i t u a l ,  and s o c i a l  s o r t a t i o n .  The  t e r m  " p a s s i v e  t r e a t m e n t  

p lan" i s  u s e d  to denote  that the i n t e r v e n t i o n  is  not  d i f f e r e n t i a t e d  f r o m  

o n e  r e s i d e n t  to another  in ke e p i ng  wi th  l o n g - r a n g e  t r e a t m e n t  

o b j e c t i v e s ,  g e n e r a l l y  w r i t t e n .  It f o c u s e s  m o r e  on m a i n t e n a n c e  of  a 

s a f e ,  c l e a n ,  o r d e r l y  e n v i r o n m e n t ,  one  tl~at i s  e a s i l y  u n d e r s t o o d  and 

d o e s  not r e q u i r e  ac t ive  pa r t i c i pa t i o n  by the r e s i d e n t  for  b e h a v i o r a l  

c h a n g e ,  or  in so lv ing  any s o c i o e m o t i o n a l ,  c u l t u r a l ,  group,  or  gang 

p r o b l e m  the r e s i d e n t  may  br ing  to the Dituation.  

515 
J )  . 

/ 



, =  . . . .  

A c t i v e  t r e a t m e n t  i n : e r v e n t i o n  i s  d e f i n e d  a s  p r i m a r i l y  

vie~ing childrens' or adolescent behavior in educational, vocational, 

p s y c h o l o g i c a l ,  and s o c i o l o g i c a l  t e r m s .  The  c r i t i c a l  q u e s t i o n  is  what  

c o n s t i t u t e s  the judgme nt  that p r o v i d e s  e i t h e r  a c u s t o d i a l  or  a c t i v e  

t r e a t m e n t  p r o g r a m .  Most  a s s u r e d l y ,  d i f f e r e n t  r e a s o n s  would  be  

e l i c i t e d  by d i f f e r e n t  peop le .  It is  e a s y  to  r a t i o n a l i z e  the e s t a b l i s h -  

m e n t  of  a t r e a t m e n t  p r o g r a m  for c e r t a i n  va l id  r e a s o n s ,  such  as  a 

l a c k  of t r e a t m e n t  f a c i l i t i e s ,  l i m i t e d  budget ,  i n a b i l i t y  of  the p o l i t i c a l  

or  s o c i a l  s y s t e m  to a c c e p t  an a c t i v e  t r e a t m e n t  r o l e .  W h a t e v e r  the 

r e a s o n ,  and a l l  or any one of  the a b o v e a r e  c e r t a i n l y  va l id ,  the  m a i n  

one  w h i c h  i n h i b i t s  an ac t ive  t r e a t m e n t  p r o c e s s  i s  the a d m i n i s t r a t o r ' s  

at t i tude  and p e r s o n a l  b e l i e f s .  B u r r e l l o  (1969) s t ud i e d  f ive  n e e d  

c a t e g o r i e s  of  a d m i n i s t r a t o r s ,  b a s e d  upon R o t t e r ' s  (1954) s o c i a l  

l e a r n i n g  t h e o r y .  The f ive  n e e d  c a t e g o r i e s  w e r e :  1) r e c o g n i t i o n  

s t a t u s ,  2) p r o t e c t i o n - d e p e n d e n c e ,  3) d o m i n a n c e ,  4) i n d e p e n d e n c e ,  

and 5) l o v e  and a f f ec t ion  wi th in  p r o f e s s i o n a l  s i t u a t i o n s .  To t e s t  the 

v a l i d i t y  of  the theory ,  the s taf f  Of f i f ty  d i r e c t o r s  o f  s p e c i a l  educat ion  

/ w e r e  a s k e d  to r e a c t  to e ight  s i m u l a t e d  s i t u a t i o n s ,  d e p i c t i n g  t h e s e  

ad_ .~ in i s trators '  need p r e f e r e n c e s  in r e l a t i o n s h i p  to t h e i r  s c o r e s  on a 

B e h a v i o r  P r e f e r e n c e  Inventory (BPI) .  A s i g n i f i c a n t  r e l a t i o n s h i p  was  

found b e t w e e n  an a d m i n i s t r a t o r ' s  need  p r e f e r e n c e s  and h i s - : e s p e c t i v e  

s t a f f ' s  ranking of  a d m i n i s t r a t i v e  need  p r e f e r e n c e s .  It w a s  c o n c l u d e d  

that  the B e h a v i o r  P r e f e r e n c e  Inventory  (BPI)  a p p a r e n t l y  d e s c r i b e d  

the n e e d  v a l u e s  of  s p e c i a l  educat ion  a d m i n i s t r a t o r s  in a p p r o x i m a t e l y  
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the same fashion as their instructional subordinates perceived them. 

Courtnage {1967) studied the relationship between opinions and atti- 

tudes between public school superintendents and special education 

directors in the same district. He found that there was a strong 

agreement between the two groups of administrators regarding most 

responsibilities and issues of special education administrators. In 

another study, Parelius (1968) examined the perception of general 

administrators {superintendents) to directors of special education. 

There was no significant difference between the ~'ole-expectations of 

the two groups. There is little disagreement between directors of 

treatznent programs and general administrators, on the outlook0f 

the programis dimension. "*'hat other factors, then, may be respon- 

sible for deiermining the administrator's response for an active 

treatment program? Two factors ma 7 certainl 7 be hypothesized. 

The most obvious might be knowledge for the content dirncnsions of 

what a treatment program should be. Lu other words, itmay be that 

the more clinically, educationally, or vocationally trained the 

administrator, the more he will attempt to establish an active 

treatment program. On the other hand, the less formal training or 

pr~ofessional preparation that an administrator ha~ in treatment 

a s p e c t s  fo r  d e l i n q u e n t s ,  the  m o r e  l i k e l y  he w i l l  b e  tO a t t e m p t  to 

i n s t i t u t e  a c u s t o d i a l  e f fo r t  wh ich  r e q u i r e s  f a r  l e s s  a d m i n i s t r a t i v e  

a r r a n g e m e n t .  T h e  r e a d e r  shou ld  keep  in m i n d  t h a t . t h e  l a s t  two 
/ 

sentences are purely speculative, and no data are available to 
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s u p p o r t  o r  r e f u t e  such  a p o s i t i o n .  C e r t a i n l y ,  an a c t i v e  t r e a t m e n t  

p r o g r a m  is  m o r e  c o s t l y  i n  c a s h  o u t l a y ,  p r i m a r i l y  in s a l a r i e s  for  

p r o f e s s i o n a l  p e r s o n n e l ,  t h s n  a c u s t o d i a l  m a i n t e n a n c e  p r o g r a m .  But ,  

the  C o s t / b e n e f i t  r a t i o  of  an  a c t i v e  t r e a t m e n t  p r o g r a m  m a y  be m u c h  

less.  

Job  s a t i s f a c t i o n  is  g e n e r a l l y  d e f i n e d  as  the  e x t e n t  to  w h i c h  a 

p e r s o n  p e r c e i v e s  h is  n e e d s  to be s a t i s f i e d  by the  e n t i r e  job  s i t u a t i o n .  

(Guion,  1958). G e t z e l s ,  L i p h a m ,  and  C a m p b e l l  (1968) n o t e d  t h a t  

" s a t i s f a c t i o n  r e s u l t s  f r o m  the  a b s e n c e  of  r o l e - p e r s o n a l i t y  c o n f l i c t s - -  

t he  i nd iv idua l  is  no t  r e q u i r e d  to do a n y t h i n g  he  does  not  w a n t  to do.  " 

(p. 129-130).  Suppor t  i s  p r o v i d e d  fo r  t h i s  d e f i n i t i o n  in a d i s c u s s i o n  

o f  a t h e o r e t i c a l  m o d e l  of the  o r g a n i z a t i o n  as  a s o c i a l  • sy s t em by  Ouba 

and  Bidwe l l  (1957). T h e s e  a u t h o r s  i n d i c a t e d  t h a t  s a t i s f a c t i o n  is a ' 

f u n c t i o n  of  the two f a c t o r s  of  e x p e c t a t i o n s  and n e e d s .  • E x p e c t a t i o n s  

o f  the  o r g a n i z a t i o n  a r e  goa l  o r i e n t e d ,  and  s e r v e  to l i m i t  and  o r g a n i z e  

t he  b e h a v i o r  of i n d i v i d u a l s  t o w a r d  s y s t e m a t i c  goa l  a c c o m p l i s h m e n t .  

Need  d i s p o s i t i o n s  of  the  i n d i v i d u a l  s t e rn  f r o m  p e r s o n o l o g i c a l  c h a r -  

a c t e r i s t i c s  and s e r v e  to o r g a n i z e  the  b e h a v i o r  of  the  p e r s o n  to r e l i e v e  

s u c h  t e n s i o n .  T h e r e f o r e ,  i n d i v i d u a l  s a t i s f a c t i o n  is d e p e n d e n t  u p o n  

the  c o n g r u e n c y  of  n e e d s  and  e x p e c t a t i o n s  as  p e r c e i v e d  by t h e  

i n d i v i d u a l .  If t h e s e  f a c t o r ~  a r e  c o n g r u e n t ,  s a t i s f a c t i o n  r e s u l t s ;  i f  

t h e y  a r e  not ,  d i s s a t i s f a c t i o n  r e s u l t s .  (Cuba and B i d w e l l ,  1957, 

p. 433). 
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Bidwel l  (1955)empirically d e m o n s t r a t e d  a r e l a t i o n s h i p  

b e t w e e n  t e a c h e r  s a t i s f a c t i o n  and  the  r o l e  e x p e c t a t i o n s  of a d m i n i s t r a -  

t o r s  as  p e r c e i v e d  by the  t e a c h e r s .  A d d i t i o n a l  i n v e s t i g a t o r s  h a v e  

shown  tha t  job s a t i s f a c t i o n  is  r e l a t e d  to  i n d i v i d u a l  need  f u ~ i l l m e n t .  

R o s e n  and  R o s e n  (1955) sugge s ted  t h a t  s a t i s f a c t i o n  r e s u l t s  when  the 

i n d i v i d u a l  s e e s  o c c u r r i n g  w h a t  h e d e s i r e s  to  o c c u r ,  and t h a t  d i s s a t -  

i s f a c t i o n  r e s u l t s  when  he  d o e s  no t .  (p. 312). S h a e f f e r  (1953) n o t e d  

t h a t  t h e r e  was  a p o s i t i v e ,  d i r e c t  r e l a t i o n s h i p  b e t w e e n  job  s a t i s f a c t i o n  

and  n e e d  s a t i s f a c t i o n .  

R o s s  and Z a n d e r  (1957), in a s t u d y  of e m p l o y e e  t u r n o v e r ,  

n o t e d  tha t  w o r k e r s  w h o s e  n e e d s  w e r e  be ing  s a t i s f i e d  by the  job  w e r e  

m o r e  l i ke ly  to r e m a i n  on the  job ,  t han  t h o s e  w h o s e  n e e d s  w e r e  n o t  so 

m e t .  G o r d o n ' s  (1955) r e s e a r c h  c o n c l u d e d  tha t  w o r k e r s '  s e l f -  

e s t i m a t e d  m o r a l e  ( job  s a t i s f a c t i o n )  w a s  s t r o n g l y  a s s o c i a t e d  wi th  

n e e d  f u l f i l l m e n t .  Bla i  (1962) a l s o  r e p o r t e d  a p o s i t i v e  and  d i r e c t  

r e l a t i o n s h i p  be tween  job  s a t i s f a c t i o n  and  the  e x t e n t  to w h i c h  

i n d i v i d u a l  n e e d s  a r e  s a t i s f i e d  by a p o s i t i o n ,  i . e . ,  the  g r e a t e r  the  

n e e d s  s a t i s f a c t i o n ,  the  g r e a t e r  the  j ob  s a t i s f a c t i o n .  

Y u s k i e w i c z  ( 1 9 7 1 ) e x a m i n e d  the  s p e c i f i c  f o r m u l a t i o n  

p r e s e n t e d  by Ouba a n d  B i d w e l l ,  i . e . ,  the  c o n g r u e n c y  of  n e e d s  and  

e x p e c t a t i o n s . a s  r e l a t e d  to j ob  s a t i s f a c t i o n ,  by u t i l i z i n g  pupi l  c o n t r o l  

i d e o l o g y  as  the  c r i t e r i o n .  His  p o s t u l a t e s  w e r e  t h a t  job  s a t i s f a c t i o n  

wou ld  be d i r e c t l y  r e l a t e d  to the c o n g r u e n c y  b e t w e e n  t e a c h e r - p u p i l  

c o n t r o l  i deo logy ,  i . e . ,  i n d i v i d u a l  need  o r i e n t a t i o n  and t h e i r  
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p e r c e p t i o n  of  con tro l  i d e o l o g y  of  t e a c h i n g  c o l l e a g u e s  and 

p r i n c i p a l s ,  i . e . ,  p e r c e i v e d  r o l e  e x p e c t a t i o n s .  - •Findings support  the 

h y p o t h e s i s  (p ~ . 001) in a l l  c a s e s .  Job s a t i s f a c t i o n  m a y  be a t w o -  

w a y • s t r e e t .  The ins t i tu t iona l  a d m i n i s t r a t o r  m a y  have  to r e c o g n i z e  

the r e s t r i c t i o n s  and find job s a t i s f a c t i o n  w o r k i n g  wi th  the cor~fines o f  

the o r g a n i z a t i o n a l  p r e s s u r e s  p l a c e d  on the i n s t i t u t i o n ,  be t h e y  

l e g i s l a t i v e ,  g o v e r n m e n t a l ,  f r o m  the s u p e r i n t e n d e n t  o£ c o r r e c t i o n ,  or  

f r o m  s o c i e t y  in g e n e r a l .  

Changing •societal  a t t i t u d e s ,  or  t h o s e  o f  an ins t i tu t iona l  s ta f f ,  

to m e e t  what  he cons i<lers  i m p o r t a n t  n e e d s  for  the r e s i d e n t s  w i th in  

the ins t i tut ion  he a d m i n i s t e r s  m a y  be a long ,  d e l i b e r a t e  p r o c e s s  that 

r e q u i r e s  a g r e a t  deal  of  p r e p a r a t i o n .  !f  the d i l e m m a  is  one of  

adapting s o c i e t y ' s  or  s o m e  o ther  a d m i n i s t r a t o r ' s  v i e w  of  o n e ' s  r o l e ,  

a s  o p p o s e d  to v i ewing  o n e s e l f  as  a change  agent,:-~:then the e x p e c t a -  

t i o n s  for  job s a t i s f a c t i o n  and t r e a t m e n t  e f f o r t s  could  be on a 

c o l l i s i o n  c o u r s e .  The i n t e r a c t i o n  b e t w e e n  the n o m o t h e t i c  and i d i o -  

g r a p h i c  d i m e n s i o n s  of  a s o c i a l  s y s t e m  have  b e e n  c l e a r l y  d e l i n e a t e d  

in G e t z e l s '  and Guba's (1957) m o d e l  ( s ee  F i g u r e  2). When the r o l e -  

e x p e c t a t i o n  of the ins t i tut ion  and the p e r s o n a l i t y - n e e d  d i s p o s i t i o n  of  

the indiv idual  fa i l  to be c o m p a t i b l e ,  a c l a s h  b e t w e e n  the two i s  a l m o s t  

i n e v i t a b l e .  

The n o m o t h e t i c  d i m e n s i o n  can be d e p i c t e d  in the f o i l o w i n g  

m a n n e r :  s o c i a l  s y s t e m - ~ i n s t i t u t i o n - ~ r o l e - ~ . e x p e c t a t i o n . ~  i n s t i t u -  

t i ona l  goal  b e h a v i o r .  The r o l e  i s  c o n s i d e r e d  to r e p r e s e n t  a s p e c i f i c  

- - -  . . . . .  = = 
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p o s i t i o n  or  func t ion  within  the  i n s t i t u t i o n .  T h e o e  s p e c i f i c  f u n c t i o n s  

a r e  d e f i n e d  in t e r m s  of r o l e  e x p e c t a t i o n s ,  R o l e  e x p e c t a t i o n  

d e l i n e a t e s  what  an e m p l o y e e  i s  e x p e c t e d  to do u n d e r  s p e c i f i e d  c o n d i -  

t i o n s .  

The idiographic dimensions are the individual, his person- 

a l i t y ,  and h i s  n e e d  d i s p o s i t i o n s .  The  persona l i ty •  i s  a d y n a m i c  f a c t o r  

p r o v i d i n g  the ind iv idual  an a c t i v e  c h a r a c t e r i s t i c ( s ) .  N e e d  d i s p o s i -  

t i o n s  a r e  "goal  o r i e n t e d  and i n f l u e n c e  no t  on ly  the g o a l s  w h i c h  

i n d i v i d u a l s  w i l l  t ry  to at ta in  in a p a r t i c u l a r  e n v i r o n m e n t ,  but  a l s o  

the  w a y  in which  he wi l l  p e r c e i v e  and c o g n i t i z e  the e n v i r o n m e n t  

i t s e l f . "  ( G e t z e l s  and Guba, ].957, p. 75) .  N e e d  d i s p o s i t i o n s ,  in 

t h e i r  c o n c e p t u a l i z a t i o n ,  a r e  p e r c e i v e d  as p a t t e r n e d  or  i n t e r r e l a t e d .  

G e t z e l s  and Cuba (1957) s u m m a r i z e d  t h e i r  d e s c r i p t i o n  of  the two  

d i m e n s i o n s  of  b e h a v i o r  in the  s o c i a l  s y s t e m  by s u g g e s t i n g  that  "the 

o n e  i s  c o n c e i v e d  as  a r i s i n g  in i n s t i t u t i o n a l  g o a l s  and f u l f i l l i n g  g o a l  

e x p e c t a t i o n s ;  the other  a s  r i s i n g  i n d i v i d u a l  g o a l s  and fu l f i l l ing  

p e r s o n a l i t y  d i s p o s i t i o n s .  " (p. 78) .  

521 
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FIGURE Z 

Getzels' and Guba's Description of 

• Educational Administration as a. Social Process 

N o r m a t i v e  ( N o m o t h e t i c a l  D i m e n s i o n s )  

• I n s t i t u t i o n ~ R o £ e  ~ E x p e c t a t i o n  

System. ¢~ I I I i ~ O b s e r . v e d  
S o c i a l  k / ~ " / ~ / ~ e n a v l o r  

• Indi;viduai"=~"Personality'~'Ne'ed "Disposition 

Personal (Idiographic D i m e n s i o n s )  

(Getzels, J. W. and Guba E. G. School Review, 1957, 65, 423-444.) 
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E8 s e n t i a l  A s p e c t s  of A d m i n i s t r a t i o n  

The late  Ray Graham (1962) o u t l i ne d  the f i ve  n e c e s s i t i e s  for  

the a d m i n i s t r a t o r s  of  s p e c i a l  e d u c a t i o n .  T h e s e  w e r e :  

P h i l o s o p h y  - No o r g a n i z a t i o n  is  any b e t t e r  than i ts  
p h i l o s o p h y .  And, i f  the p h i l o s o p h y  of  an o r g a n i z a t i o n  i s  
get t ing  out of  accept ing  r e s p o n s i b i l i t y ,  it  ~ I I  find a 
w a y .  (p. 255).  

L e a d e r s h i ~  - L e a d e r s h i p  i n s p i r e s - - i t  i s  c r e a t i v e  and 
c r e a t i v i t y  i s  c o n t a g i o u s .  L e a d e r s h i p  g i v e s  Status and 
b a l a n c e - - i t  gets  r e s u l t s .  (p. Z57). 

O r g a n i z a t i o n  - In s p e c i a l  e d u c a t i o n ,  o r g a n i z a t i o n  s t a r t s  ' 
w i th  o b j e c t i v e s .  It i n c l u d e s  l i n e s  of  au thor i ty  and 
m e t h o d s  of c o m m u n i c a t i o n .  It i s  m o r e  than f a c i l i t i e s  
an~d p e r s o n n e l .  In s p e c i a l  e d u c a t i o n  th i s  m e a n s  m a k i n g  
s p e c i a l  educat ion  as d e f i n i t e ,  as  a c c e p t a b l e ,  as  
p e r m a n e n t ,  and as  r e s p e c t e d  as  i s  the th ird  grade ,  
r e a d i n g ,  or  g e o m e t r y .  (p. 257) .  

T h e  Look Ahead - A p lanne  d f u t u r e - . - p r o g r a m s  of  today 
m u s t  m e e t  t o m o r r o w ' s  c r i s i s  and the fu ture  of  the 
youth we  s e r v e .  

• y 

. . ¢  - 
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. i  

C u r r e n t  T r e n d s  

To d e v e l o p  s o c i a l  p r o g r a m s ,  G r a h a m  s t r e s s e d  an a c t i v e  

p a r t i c i p a t i o n  in l e g i s l a t i o n - - h e l p  the l a w m a k e r s  m~derstand what  i s  

n e e d e d  for  t o m o r r o w t s  c i t i z e n s .  His  s e c o n d  c o n s i d e r a t i o n  i s  that 

c u r r e n t  p r o g r a m s  m u s t  be a c c e p t e d  as  cGn~.munity e f for t  and 

r e s p o n s i b i l i t i e s .  As  long as  they a r e  r e d  b r i c k  bu i ld ings  off  

i . 
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s o m e p l a c e  in a n o t h e r  to~vn, an o u t - o f - s i g h t ,  o u t - o f - m i n d  p h i l o s o p h y  

w i l l  p r e v a i l .  

The  l a s t  w a s  to a c h i e v e  a b a l a n c e d  p r o g r a m ,  one  w i th  e n o u g h  

a l t e r n a t i v e s  that  i t  o f f e r s  s o m e t h i n g  to e v e r y  c h i l d  w i t h o u t  b e n d i n g  

the  c h i l d  to f it  the  p r o g r a m .  

The  a d m i n i s t r a t o r  of an i n s t i t u t i o n  i s  a m i d d l e  m a n .  He 

s t a n d s  s q u a r e l y  b e t w e e n  the  y o u t h  h i s  p r o g r a m s  s e r v e ,  the  s t a f f  that  

s e r v e s  t h e m ,  and the  g o v e r n m e n t a l  a n d  c h i l d - o r i e n t e d  a g e n c i e s  

w h i c h  r e l a t e  to the  i n s t i t u t i o n .  In e s s e n c e  h e  m u s t  l o o k  b o th  w a y s .  

If he  fail~J to pa 7 c l o s e  a t t e n t i o n  to e i t h e r  o n e  of  t h e s e  p o t e n t i a l  

t r o u b l e  s o u r c e s ,  he  w i l l  b e  in the  p r o v e r b i a l  w a s h  m a c h i n e  

" w r i n g e r .  " Not  that  he  canWt o r  w o n ' t  be in the  w r i n g e r  s o m e  of the  

t i m e  a n y w a y .  A g o v e r n o r  of  a m i d w e s t  s t a t e  a t t e m p t e d  to k e e p  a 

c a m p a i g n  p r o m i s e  b 7 r e m o v i n g  the  s u p e r i n t e n d e n t  o f  ~,he l a r g e ,  

s i n g l e ,  b o y s '  s c h o o l .  At that  p o i n t h e  found  r e p l a c i n g  the  f o r m e r  

s u p e r i n t e n d e n t  w a s  a c h o r e .  Upon  b e i n g  r e j e c t e d  b 7 an o ld  f r i e n d  

w h o  w a s  a s u p e r i n t e n d e n t  of s c h o o l s ,  h e  a s k e d  w h y  n o  one  w o u l d  take  

t h e  p o s i t i o n .  The s u p e r i n t e n d e n t  of  s c h o o l s  r e p l i e d ,  l i b e r a l l  7 p a r a -  

p h r a s i n g  f o r m e r  P r e s i d e n t  T r u m a n ,  th a t  ~he p o l i t i c a l  h e a t  at th a t  

i n s t i t u t i o n  m a d e  it  a ver  7 w a r m  k i t c h e n .  The  i r o n y  w a s  that  the  n ew 

s u p e r i n t e n d e n t  f i n a l l y  a p p o i n t e d  by the  g o v e r n o r  w a s  a f o r m e r  

h ighway ,  p a t r o l m a n .  S t a t e - l e v e l  p o l i t i c s  m a k e  m o s t  a n y t h i n g  d i f f i c u l t ,  

and  yet ,  the  7 a r e  but one f lank  that  m u s t  be  c o v e r e d  i f  the  i n s t i t u -  

t i o n a l  a d m i n i s t r a t o r  i s  to s u r v i v e .  

5Z4 
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P u l l i a m  (1965) d e s c r i b e s  s i x t e e n  m a j o r  t r a in ing  ac t iv i t i e s ,  o r  

d e p a r t m e n t ~  .~ponsible  for  s p e c i a l i z e d  s e r v i c e s  to the r e s i d e n t s .  

He w r o t e :  

T h e  n u m b e r  of s taf f  m e m b e r s  r e p o r t i n g  
d i r e c t l y  to the s u p e r i n t e n d e n t  should be l i m i t e d  as 
m u c h  as poss ;b le .  Some t r a i n i n g  schools  o p e r a t e  
with only two d e p a r t m e n t s  u n d e r  the s u p e r i n t e n d e n t  
p o s i t i o n - - c l i n i c a l  s e r v f c e s  and b u s i n e s s  m a n a g e -  
m e n t .  In addit ion,  the s u p e r i n t e n d e n t  ~s s e c r e t a r y  
and spec ia l  c o m m i t t e e s  r e p o r t  d i r e c . ' l y t o  the s u p e r -  
int~ndent .  Other  t ra in ing  schoo l s  d e p a r t m e n t a l i z e  
down into educat ion,  r e c r e a t i o n ,  spec i a l  p r o f e s s i o n a l  
( including psych~.atry, p sycho logy ,  soc ia l  work ,  and 
nur s ing) ,  re l ig ion ,  co t tage  l i fe ,  and b u s i n e s s  
m a n a g e m e n t .  

r,~uV.'am, 1965, p. 18) 

The s ix teen  

2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 

10. 
11. 

• 1 2 .  

13. 
I4.  
15. 
16. 

divis ions he l i s t s  a r e :  

D e p a r t m e n t  of Cli:-~cal S e r v i c e s  
P s y c h i a t r i c  S e r v i c e s  Divis ion 
Psycho log i ca l  S e r v i c e s  Divis ion  
Social Se rv ice  Divis ion 
Religious Educa t ion  Divis ion 
Cottage Life Divis ion  
Nursing Se rv i ce  Divis ion 
A c a d e m i c  Educa t ion  Divis ion 
Vocat ional  Educa t ion  Divis ion 
Phys i ca l  Educa t ion  Divis ion  
R e c r e a t i o n a l  Divis ion  
D e p a r t m e n t  of B u s i n e s s  S e r v i c e s  
Fiscal and Personnel Division 
Supply Division 
Maintenance Division 
Dietary Division 
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Planned Change 

There has been a great deal • written about the administrator 

as a change agent. The reason isthe rigidity which characterizes 

institutions once programs are initiated andstaff employed. The 

reason for the rigidity is that once people learn about sorr, ething, 

particularly if they have to manage it, or have some understanding as 

to why an expenditure is appropriated, or a travel request legitimate, 

or an item on a purchase order necessary, they simply don~t want to 

learn about a new program aspect which threatens to alter ~II they 

currently understand about that program effort. 

i 

Secondly, however, and even more impcrtantly, is a fact that 

most institutional administrators generally lack adequate evaluative 

data on how well their current programs are doing. Therefore, it is 

difficult to know what and how a program effort should receive addi- 

tional support, or in fact be changed. 

To some extent, all programs of planned behavioral change 

'~... are required to provide Wprooff of their legitimacy and effec- 

tiveness in order to justify public support. The demand for Wproof of 

work f will vary depending upon such factors as degree of faith in 

authority and competition between opposing programs or objectives. • 

The current proliferation of new types of social intervention which 

challenge traditional approaches . . . and which compete for both 

public and financial support are under constant pressure to show that 

526 ") : -  
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t h e y  a r e  b e t t e r  than  e s t a b l i s h e d  p r o g r a m s  and  d e s e r v e  a l a r g e r  

p r o p o r t i o n  of a v a i l a b l e  r e s o u r c e s .  " (Suchrnan ,  1967 ,  p. 5 4 ) .  

I t  i s  g e n e r a l l y  a g r e e d  tha t  c h a n g e  m u s t  be p l a n n e d  and p r o c e e d  

in an o r d e r l y  f a s h i o n .  P e r s o n n e l ,  ~.:#ir a t t i t u d e s  and  c o m f o r t  

( f r e e d o m  f r o m  t h r e a t ) ,  is  the s i n g u l a r l y  m o s t  i m p o r t a n t  i n g r e d i e n t  to 

a c h i e v i n g  p l a n n e d  change .  G e n e r a l l y ,  the  a s p e c t  m o s t  c r i t i c a l  to  

a c h i e v i n g  change  is the t i m e  n e c e s s a r y  t o  a p p r a i s e  a l l  t h o s e  who wil l  

p a s s  j u d g m e n t  on,  o r  r e l a t e  to the p r o g r a m ,  to have  the  i n f o r m a t i o n  

t h e y  need .  A c h i e v i n g  change  in a d e m o c r a t i c  p r o c e s s  is  s low.  Tha t  

i s  no t  to ~ay the d e m o c r a t i c  p r o c e s s  is the on ly  w a y ,  T h e r e  a r e  

t i m e s  when  d e c i s i o n s  m u s t  be m a d e  and  e v e n  a w e l l - i n f o r m e d  s t a f f  

c a n n o t  dec ide  on what  should  be a c c o m p l i s h e d .  The  a d m i n i s t r a t o r  

who m a k e s  the d e c i s i o n  l i ve s  wi th  the c o n s e q u e n c e s .  The a d m i n i s -  

t r a t o r  who f a i l s  to m a k e  d e c i s i o n s  a l s o  l i v e s  wi th  the  c o n s e q u e n c e s .  

The k e y  to p l anned  change  is the  d i s c u s s i o n  t i m e  n e c e s s a r y  

to he lp  the to ta l  s t a f f  u n d e r s t a n d  the c o m p o n e n t s  n e c e s s a r y  f o r  the  

c h a n g e  and why,  (at l e a s t  t h o s e  tha t  w i s h  ~o u n d e r s t a n d ) p  d e v e l o p  a 

p r o t o t y p e  if p o s s i b l e ,  l a t e r  t e s t  i t ,  and  s u p p o r t  c o n t i n u e d  u s e  of the 

p r o g r a m  with  e v a l u a t i v e  da ta .  

$ t u f f l e b e a m ,  e t a l . ,  (1971) have  d e v e l o p e d  a p l a n n e d  change  

m o d e l  which  p r o v i d e s  the d e t a i l s  for  e x e c u t i n g  the i m p l e m e n t a t i o n  o f  

a n e w  p r o g r a m .  The m a j o r  c o m p o n e n t s  a r e  r e s e a r c h ,  d e v e l o p m e n t ,  

d i f f u s i o n ,  and adop t ion .  Tab le  1 w a r r a n t s  c a r e f u l  r e a d i n g  and  con-  

s i d e r a t i o n .  It a u g m e n t s  the p l a n n i n g - e v a l u a t i o n  p r o g r a m  c y c l e  
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d i scussed  under the heading  o.  ~ evaluation which wi!l appear  la ter  in 

t h i s  chapte ro 

D y n a m i c s  of  A d m i n i s t r a t i o n  . 

The d y n a m i c s  of a d m i n i s t r a t i n g  an i n s t i t u t i o n  c e r t a i n l y  

r e s u l t  f r o m  t h e  a d m i n i s t r a t o r ' s  v i e w  o f  t h e  i n s t i t u t i o n ,  i t s  p u r p o s e s ,  

a n d  m i s s i o n s .  G o f f m a n  ( 1 9 6 1 )  d e f i n e d  t h e  t o t a l  i n s t i t u t i o n  a s  a p l a c e  

o f  r e s i d e n c e  a n d  w o r k  w h e r e  a l a r g e  n u m b e r  o f  l i k e - s i t u a t e d  

i n d i v i d u a l s ,  cut  off  f r o m  the  w i d e r  s o c i e t y  f o r  an  a p p r e c i a b l e  p e r i o d  

of  t i m e ,  t o g e t h e r  l e a d  an e n c l o s e d ,  f o r m a l l y  a d m i n i s t e r e d  r o u n d  of 

l i f e .  (p. XIII).  He l i s t s  f i ve  t y p e s  of i n s t i t u t i o n s .  T h e s e  a r e :  

1) i n s t i t u t i o n s  e s t a b l i s h e d  f o r  c a r e  of  t h o s e  who a r e  

incapable of developing sel f -help  ski l ls  which 

generate  fully independent  l iv ing;  

Z) t h o s e  e s t a b l i s h e d  to c a r e  f o r  p e r s o n s  i n c a p a b l e  of  

s e l f - c a r e  a n d w h °  a l s o  p r o v i d e  a t h r e a t  to  s o c i e t y ;  

3) t h o s e  e s t a b l i s h e d  to p r o t e c t  s o c i e t y  f r o m  the  

i n m a t e  wi th in ;  

4) t h o s e  e s t a b l i s h e d  to  a c c o m p l i s h  a s p e c i f i c  goa l  o r  

m i s s i o n - - a  m i l i t a r y  b a s e  is g iven  as  an  e x a m p l e ;  

5) t h o s e  wh ich  a r e  r e t r e a t s  f r o m  the  w o r l d ,  f o r  

example,  monas t e r i e s ,  e~c.  

i 
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O n e  of  ~he d i s t i n c t i o n s  of  a s o - c a l l e d  t o t a l  i n s t i t u t i o n  i s  that  

a l l  a s p e c t s  of  l i fe  a r e  c o n d u c t e d  in the  s a m e  p l a c e ,  and u n d e r  the  

s a m e  a d m i n i s t r a t i v e  p r o v i s i o n s .  Th a t  r e a l i t y  e x i s t s  b e c a u s e  i n s t i -  

t u t i o n s  for delinquents have a small supervisory staff whic}~ manages 

a l a r g e  n u m b e r  of  r e s i d e n t s .  T h e r e f o r e ,  u n l i k e  m o s t  s o c i a l  o r d . : r s ,  

the  s o c i a l  m o b i l i t y b e t w e e n  the  two s t r a t a  i s  g r o s s l y  r e s t r i c t e d  w i t h  

the  r e s u l t i n g  s o c i a l  d i s t a n c e  b e i n g  p r e s c r i b e d  in h a r d  b o u n d a r i e s .  

The  p r o b l e m  of  the  to ta l  i n s t i t u t i o n  is  that  the  j o b  of  a d m i n i s t r a t i n g  

i t  i s  a m e c h a n i c a l  o n e .  T h e r e f o r e ,  the  p e o p l e  in  it  b e c o m e  o b j e c t s  

w h o s e  l i v e s  a r e  bent  to  f it  a g o a l ,  a m i s s i o n ,  a p r o g r a m ,  a p l a c e  to 

work, a place to live. Most certaini7 the majority of institutions for 

delinquents fits the description, and not because they wish to do so. 

(Unquestionably, that is not the most beneficial in terms of changing 

people for re-entry into society or obtaining, for that matter, 

effective cost benefit rations. ) Recividism remains high in percentage 

from state to state. It is alarmingly high, exceeding 75% in some 

states. In the 1960 census, 45,000 youths were in institutions for 

delinquents. Another 33° 000 under twenty years of age were in 

federal and state penitentiaries or reformation facilities. In addition, 

12,000 were indetention homes, detention centers, or diagnostic and 

reception units. The problem is not that those responsible for main= 

taining delinquent 7outh are opposed to behavioral change, The 

problem is society, and therefore societal resources and attitudes 

prohibit change. 
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The only given, concerning a view of instit~tLug behavioral 

change, is how to achieve such behavioral change. What is frequently 

"i 
lost in the translation of human behavioral change is what aspects are 

natural or no'rn~:l learning and what cha~ge is relearning. Socializa- 

B 

t i on  i s  a n o r m a l  d e v e l o p m e n t a l  t a s k  that  i s  l e a r n e d  n a t u r a l l y  and 

. a l t h o u g h  it m u s t b e . t a u g h t ,  it d o e s n ' t  r e q u i r e  r e l e a r n i n g ,  j u s t  

e v e r y d a y  e x p o s u r e ,  w e l l  t aught  by m o d e l i n g .  Many  d e l i n q u e n t  y o u t h  

h a v e  not  l e a r n e d  a p p r o p r i a t e  s o c ~ . l  v a l u e s ;  t h e r e f o r e ,  m o d e l s ,  
! 

v a l u e s ,  and s o c i a l  a8 w e l l  a s  a d a p t i v e  s k i l l  b e h a v i o r s  m u s t  be taught .  

That  i s  e n t i r e l y  d i f f e r e n t  f r o m  f o c u s i n g  on r e s o c i a l i z a t i o n  w h i c h  

i m p l i e s  u n l e a r n i n g  and r e ! e a r n i n g .  T h e r e f o r e ,  the  m a s s i v e  lumphug 

o f  youth  into Lr.stitutions on a g e o g r a p h i c  basis, t h r o u g h  c o u r t  a s s i g n -  

m e n t  w i t h o u t  p r o v i s i o n  or thought  of  p r o v i s i o n s  for  t r e a t m e n t ,  s h o u l d  

be q u e s t i o n e d .  The d i f f e r e n t i a t i o n  of  t r e a t m e n t  by o f f e r i n g  s p e c i a I i z a -  

t ion  in c o t t a g e  l i v ing ,  s c h o o l ,  o r  v o c a t i o n a l  p r o g r a m s ,  or  the type  o f  

t r e a t m e n t  p e r s o n n e l  a v a i l a b l e  i s  h igh ly  d e s i r a b l e .  

At l e a s t  t h r e e  d i f f e r e n t  t y p e s  of  i n s t i t u t i o n s  wi th  a d i s t i n c t  

type  of  s ta f f  can be i d e n t i f i e d .  T h e s e  a r e :  

1) The  f i r s t  type of  i n s t i t u t i o n  i s  one  that  p r o v i d e s  for  

p r i m a r y  s o c i a l  l e a r n i n g .  T h i s  f a c i l i t y  w o u l d  be p r i m a r i l y  for young  

o f f e n d e r s  who  have no s y m p t o m s  of  p s y c h o p a t h o l o g y  and h a v e  n e v e r  

h~d the Opportunity  to l e a r n  n o r m a t i v e  s o c i a l  v a l u e s  or  adapt  t h e i r  

s o c i a l  v a l u e s  to that  of  the l a r g e r  s o c i e t y .  This  is  an e d u c a t i o n a l  

~ O  
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Z) The  s eco nd  type• of  ins t i tut ion'  i s  a p e o p l e - c h a n g i n g  i n s t i -  

tu t ion  w h i c h  p r o v i d e s  r e t r a i n i n g .  It a s s u m e s  that t h e  youth has  

• l e a r n e d  an u n a c c e p t a b l e  pat tern  of  b e h a v i o r  and r e f u s e s  to u t i l i z e  an 

a p p r o p r i a t e  b e k a v i o r a l  a l t e r n a t i v e .  F r e q u e n t l y ,  job t r a i n i ng  and 

w o r k i n g  through f e e l i n g s  about  a u t h o r i t y  and hos t i l i t y ,  t o w a r d  the 

¢ l a r g e r  s o c i a l  o r d e r  are  n e c e s s a r y .  T h i s  r e q u i r e s  an e d u c a t i o n a l  

f a c i l i t y  with  a cl,.'nical t r e a t m e n t  s u p p o r t  s ta f f .  ' ~  ~ 

3) The  third t y pe - o f  i n s t i t u t i o n  i s  for  t h o s e  wi th  m e n t a l ,  

e m o t i o n a l ,  or  p h y s i c a l  h a n d i c a p s  that inhib i t  l e a r n i n g  or  r e l e a r n i n g  

s o c i a l ,  e d u c a t i o n a l ,  or v o c a t i o n a l  s k i l l s .  B r a i n  in jury ,  p s y c h o -  

p a t h o l o g y ,  and m e n t a l  r e t a r d a t i o n  a r e  e x a m p l e s  of  such  p r o b l e m s .  

It i s  true  that *,_his would  not  be a high i n c i d e n c e  o l  youth,  but it  is  

unques*Aonably a group who d e s i r e s  s p e c i a l  c o n s i d e r a t i o n .  In a study 

of  p o o r l y  adjust ing o f f e n d e r s  in a l a r g e  s ta te  in s t i tu t ion ,  T r u x a l  and 

Sabat ino  (1973) found that o v e r  one h a l f  of  the •chronic  r e f e r r a l s  to 

that  i n s t i t u t i o n ' s  be ha v i o r  c o u r t  had known h i s t o r i e s  of  acute  

p r o b l e m s  a s s o c i a t e d  with  n e u r o l o g i c a l  d e f i c i t s ,  e . g . ,  s e i z u r e s ,  head 

i n j u r i e s ,  r e o c c u r i n g  h e a d a c h e s ,  s e v e r e  i l i n e e s e s  r e s u l t i n g  in  

c o m i t o s e  or  s e m i - c o m i t o s e  c o n d i t i o n s .  Thus ,  a c l i n i c a l  t r e a t m e n t  

wi th  a stronK s p e c i a l  educa t ion  c o m p o n e n t  i_~a reo~uired fo__~r .. 

s e r i o u s l y  e m o t i o n a l l z  d i s t u r b e d  youth .  

A m a j o r  i s s u e  c o n f r o n t i n g  the a d m i n i s t r a t o r  of  an ins t i tu t ion  

f o r  de l inquent  youth t'.as b e e n  the inab i l i t y  to d i fEerent ia te  the youth 

d i a g n o s t i c a l l y  for  t r e a t m e n t  p u r p o s e ~ .  

5.~,2 

G e n e r a l l y ,  m o s t  youthful  
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o f f e n d e r s  r e c e i v e  s i m i l a r  t r e a t m e n t °  T h e  m a j o r  v a r i a t i o n  i s  in t h e  

a m o u n t  of  t r e a t m e n t  r e c e i v e d ,  n o t  t h e  t y p e .  P e o p l e - c h a n g i n g  

.~  o r g a n i z a t i o n s  w h i c h  e m p h a s i z e  s o c i a l i z a t i o n  s e e k  to  p r e p a r e  p e r s o n s  

t o  u n d e r t a k e  " n o r m a l "  s o c i a l ,  e d u c a t i o n a l ,  a n d  o t h e r  l e a r n i n g  

e x p e r i e n c e s  w i t h i n  the  i n s t i t u t i o n .  R e s o c i a l i z a t i o n  r e q u i r e s  t h e  

p e r s o n  tO e r a d i c a t e  o r  u n d o  p r e v i o u s l y  • l e a r n e d  b e h a v i o r .  T h e r e f o r e ,  

h i s  c o r r e c t i v e  t i m e  m u s t  b e  l o n g e r  a n d  t h e  r a n g e  of  b e h a v i o r s  h e  w i l l  

d i s p l a y  i s  m o r e  i n a p p r o p r i a t e ,  With  a g r e a t e r  n u m b e r  o f  t r i a l - a n d -  

e r r o r  a p p r o x i m a t i o n s  t o  o b t a i n  a d e s i r e d  b e h a v i o r a l  d i s p l a y .  M o s t  

i n s t i t u t i o n s  a r e  a m i x t u r e  o f  t h e  t w o  t r e a t m e n t  p r o c e s s e s .  S c h o o l  o r  

e d u c a t i o n a l  p r o g r a m s  a r e  s o c i a l i z i n g  p r o c e s s e s .  C l i n i c a l  t r e a t m e n t ,  

individual rernediation, and one-on-one work experiences are used t o  

obtain resocialization. Treatment of psychopathology requires a total 

therapeutic milieu which seldom exists in state facilities for 
T' .a 

,' '." a d j u d i c a t e d  youth. 

T h e  q u e s t i o n  a s  to  w h e t h e r  a n  i n s t i t u t i o n  c a n  b e  b o t h  a 

c u s t o d i a l  a n d  t r e a t m e n t  c e n t e r  m u s t  b e  a n s w e r e d  in  t h e  n e g a t i v e .  

W h y  c a n ' t  s o m e  c h i l d r e n  m e r e l y  r e c e i v e  c u s t o d i a l  m a i n t e n a n c e ,  w h i l e  

o t h e r s  a r e  o f f e r e d  the  o p p o r t u n i t y  f o r  t r e a t m e n t ?  I f  t h e  i n s t i t u t i o n  i s  

o n e a t l y  d i v i d e d  in h a l f ,  t h e n  i t  i s  p o s s i b l e .  B u t ,  g e n e r a l l y  s p e a k i n g ,  

t h e  g o a l s  a r e  s o  d i f f e r e n t  t h a t  i t  i s  i m p o s s i b l e  to  a d m i n i s t e r ,  b u d g e t ,  

o r  r e c r u i t  t r a i n e d  p e r s o n n e l  f o r  a c u s t o d i a l  fa~ci l i ty  in  a m a n n e r  

s i m i l a r  to  a t r e a t m e n t  f a c i l i t y .  S a i d  a n o t h e r  w a y ,  t h e  m i s s i o n s  o f  

t h e  t w o  t y p e s  of  i n s t i t u t i o n s  a r e  n o t  s i m i l a r  in v e r y  m a n y  r e s p e c t s .  
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S t r e e t .  V in t e r .  and P e r r o w  (i966) d i s c u s s  the  p r o b l e m  of 

i n s t i t u t i o n s  wi th  m u l t i p l e  g o a l s .  T h e y  r a i s e  the  i s s u e s  t h a t  p r o v i d e  

• an  a d m i n i s t r a t o r  d i f f i c u l t y  in m a k i n g  j u d g m e n t  a b o u t  wha t  h i s  p r o g r a m  

s h o u l d  be .  The m a j o r  p r o b l e m  tha t  they:  c i te  is  how v a r i o u s  s t a f f  

g r o u p s  and  s e g m e n t s  in s o c i e t y  i n t e r p r e t  " r e h a b i l i t a t i o n "  and  c u s t o d y .  

T h e . i n a b i l i t y  of i n s t i t u t i o n s  w i th  m u l t i p l e  goa l s  i s  to de f i ne  s p e c i f i c  

o p e r a t i o n a l  p a t t e r n s .  This  is a p a r t i c u l a r  when  s t a f f a n d  r e s i d e n t s  

a r e  i n d i s c o r d  o v e r  the p u r p o s e s  of the  i n s t i t u t i o n .  T h e y  w r i t e :  

" R e s e a r c h  on  the  c o r r e c t i o n a l  i n s t i t u t i o n  
t y p i c a l l y  has  been  a d d r e s s e d  to c o n t r a d i c t i o n s  b e t w e e n  
the  r e q u i r e m e n t s  of the  goa l s  of c o n f i n e m e n t  ( cus tody)  
and  of change  ( r e h a b i l i t a t i o n )  . . . a p r o b l e m  t h a t  we 
h a v e  s u g g e s t e d  constiP,~tes a m a j o r  c h a r a c t e r i s t i c  of  the  
p e o p l e - c h a n g i n g  o r g a n i z a t i o n .  

S e v e r a l  s o u r c e s  of d i f f i c u l t y  a r i s e  in j u d g i n g  
e f f e c t i v e n e s s  in the  c a s e  of the  j u v e n i l e  c o r r e c t i o n a l  
i n s t i t u t i o n .  F i r s t ,  the  r e l a t i v e l y  a m b i g u o u s  dua l  goa l s  
g e n e r a t e  con f l i c t  and u n c e r t a i n t y  both i n s i d e  and  o u t s i d e .  
V a r i o u s  s t a f f  g roups  and  s p e c i a l  pub l i c s  m a y  g ive  
d i f f e r e n t  i n t e r p r e t a t i o n s  • to " r e h a b i l i t a t i o n "  and  " c u s t o d y "  
and  p r o p o s e  d i f f e r e n t  p r i o r i t i e s .  Second ,  w h a t e v e r  t he  
p a r t i c u l a r  b a l a n c e  of o f f i c i a l  p u r p o s e s ,  the  g e n e r a l i t y  
and  a m b i g u i t y  of t h e s e  goa l s  ~ail to p r o v i d e  a c l e a r - c u t  
b a s i s  fo r  d e r i v i n g  s p e c i f i c  o p e r a t i o n a l  p a t t e r n s - - t h e r e b y  
s~ imula t ing  c o n t e n t i o n  o v e r  t he  m o s t a p p r o p r i a t e  t y p e s  of  
i n t e r a c t i o n  be~veen  s t a f f  and i n m a t e s .  T h i r d ,  the  r e l a -  
t i ve  a b s e n c e  of f e e d b a c k  i n f o r m a t i o n  a b o u t  t h e  i n m a t e s  ~ 
s u b s e q u e n t  b e h a v i o r  p r e v e n t s  a c h o i c e  of  m e a n s  b a s e d  on 
d e m o n s t r a b l e  o u t c o m e s .  R e c i d i v i s m  r a t e s  h a v e  been  
u t i l i z e d ,  but  the e f f e c t s  of the  i n s t i t u t i o n a l  e x p e r i e n c e  
a r e  u s u a l l y  con founded  wi th  the  i n f l u e n c e s  of  o t h e r  s o c i a l  
s y s t e m s  in .which the r e l e a s e e s  ac t .  M o r e o v e r ,  c r u d e  
r ~ t e s  of r e c o m m i t m e n t  c a n n o t  be u s e d  to a s s e s s  the  

. r e l a t i v e  e f f i c a c y  of d i f f e r e n t i a t e d  p r a c t i c e s  with~-n the  
i n s t i t u t i o n .  

T h e s e  d i f f i c u l t i e s  in j udg ing  e f f e c t i v e n e s s  h a v e  a 
n u m b e r  of i m p o r t a n t  c o n s e q u e n c e s .  We h a v e  s u g g e s t e d  
tha t  the o r g a n i z a t i o n  •must  d e v e l o p  an i n f e r e n t i a l  w a y  of  

I 
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m a k i n g  a s s e s s m e n t s .  P e r s p e c t i v i s m  and  an e m p h a s i s  
on i d e o l o g i e s  a r e  h e i g h t e n e d  and ,  b e c a u s e  p e r s o n n e l  
s u b g r o u p s  a d h e r e  to s o m e w h a t  d i f f e r e n t  b e l i e f  and  va lue  
s y s t e m s ,  t h e r e  is l i k e l y  to be c o n f l i c t ,  T h i s  g i v e s  
a d d i t i o n a l  i m p e t u s  to the  f o c u s  on i m m e d i a t e  i n m a t e  
b e h a v i o r .  The p r o c e s s  can  be s e e n  as  a t e n d e n c y  
t o w a r d  goal  d i s p l a c e m e n t  t h r o u g h  an  o v e r e m p h a s i s  on 
m e a n s .  In m o r e  t r a d i t i o n a l  i n s t i t u t i o n s  t he  s h i f t  o f  
a t t e n t i o n  to i n t e r n a l  p r o c e s s e s r e s u l t s  in  an  e m p h a s i s  
on  p r o c e d u r e s  fo r  c o n t r o l  and  s t a b i l i t y  and  on p r o t e c t i v e  
a r c h i t e c t u r e . . .  " 

(S t ree t ,  V i n t e r ,  and  P e r r o w ,  1966, p. 13-14) 

I t  is  s o m e w h a t  i n t e r e s t i n g  to n o t e  t ha t  S t r e e t ,  V i n t e r ,  a n d  

P e r r o w  d i f f e r e n t i a t e  " p e o p l e - p r o c e s s i n g "  i n s t i t u t i o n s  f r o m  " p e o p l e °  

c h a n g i n g "  i n s t i t u t i o n s .  P e o p l e - c h a n g i n g  i n s t i t u t i o n s  e s t a b l i s h  t he  

m a j o r  goa l  of b e h a v i o r a l  m o d i f i c a t i o n  and  d e v e l o p  a l l  p r o g r a m  e f f o r t ~  

t o w a r d  t h o s e  e n d s .  P e o p l e - p r o c e s s i n g  i n s t i t u t i o n s  f o c u s  on p e o p l e ,  

b u t  m a i n l y  to s e r v e  t h e m ,  p r o v i d i n g  s u s t e n a n c e  and  w e l f a r e ;  the  

m a j o r  p r o g r a m  e f f o r t  is  chang ing  the  e n v i r o n m e n t  f o r  the  a c h i e v e m e n t  

of  t h a t  goal. 

The  m o d e r n  a d m i n i s t r a t o r  m u s t  be ab l e  to p r e p a r e  and  

i n t e r p r e t  c l e a r  m i s s i o n  s t a t e m e n t s  t h a t  p e r s o n n e l  can  u n d e r s t a n d  a s  

the  gu id ing  goa l s  fo r  an i n s t i t u t i o n .  If t h e  g o v e r n o r ' s  b u d g e t  is  so 

r e s t r i c t i v e  t h a t  i t  p r o v i d e s  food ,  c l o t h i n g ,  and s h e l t e r ;  and  s o c i e t y  

(the r e s i d e n t s  of t ha t  s t a t e )  h a v e  no t  y e t  h e a r d  of  a p r e - r e l e a s e  

p r o g r a m ,  the c h a n c e s  a r e  t h a t  the  i n s t i t u t i o n  in q u e s t i o n  i s  a c u s t o d i a l  

c e n t e r .  If the  j u v e n i l e  j u d g e s  s e t  the  s e n t e n c e  and  a s s i g n  the  you th ,  

t h e n  t h e r e  is  l i t t l e  an  a d m i n i s t r a t o r  c a n  do to e f f e c t  b e h a v i o r a l  c h a n g e  

f o r  a s e r i o u s l y  e m o t i o n a l l y  d i s t u r b e d  you th .  I t  is  i n a p p r o p r i a t e  f o r  a 
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c u s t o d i a l  ins t i tu t ion  to e x p e c t  or  even  d e m a n d  t r e a t m e n t  p r o g r a m s  

f r o m  a s ta f f  that d o e s  not have  the p r e p a r a t i o n  and is  p r o b a b l y  

a l r e a d y  o v e r b u r d e n e d .  The r o l e  of an a d m i n i s t r a t o r  in such  a c i r -  

c u m s t a n c e  is  to point  out the p r o b l e m  to t h o s e  who  c o n t r o l  t h e  p o l i c y  

m a k i n g  or  budget  for  that i n s t i t u t i o n .  But,  it  s e e m s  h y p o c r i t i c a l  for  

an i n s t i t u t i o n a l  f a c i l i t y  to c l a i m  to be s o m e t h i n g  that is  i m p o s s i b l e  for  

i t  to be  under  r e a l i s t i c  c o n s t r a i n t s  of  m a n p o w e r ,  f a c i l i t y ,  or  budget .  

C o n s t r a i n t s  w i l l  a l w a y s  e x i s t  to c r e a t i n g  and m a i n t a i n i n g  n e e d e d  

p r o g r a m s , .  H i s t o r y  f r e q u e n t l y  j u d g e s  a d m i n i s t r a t o r s  by t h e i r  ab i l i ty  

to  o r d e r  t h o s e  c o n s t r a i n t s  f r o m  a d v i s o r y  to p r o m o t i n g  the e f f o r t s  

n e c e s s a r y  to a c c o m p l i s h  the ta sk .  

D e c i s i o n  Makin~ 

A d m i n i s t r a t o r s  a r e  d e c i s i o n  m a k e r s .  P a s s i v e l y  or  a c t i v e l y  

t h e y  m a k e  d e c i s i o n s  s i m p l y  b e c a u s e  the a b s e n c e  of  a d e c i s i o n  i s  in 

f a c t  a d e f i n i t i v e  p o l i c y  s t a t e m e n t  in s uppo r t  of  the s ta tus  qu0.  

S t u f f l e b e a m ,  et a l . ,  (1971) have  out l ined  the ma k i ng  of  a s i n g l e  

d e c i s i o n  as  a c o m p l e x  p r o c e s s .  They  b e l i e v e  it to en ta i l  four  d i s t i n c t  

s t a g e s .  T h e s e  are :  (1) b e c o m i n g  a w a r e  that a d e c i s i o n  is  n e e d e d ,  

(2) d e s i g n i n g  the d e c i s i o n  situ2ation, (3) c h o o s i n g  a m o n g  a l t e r n a t i v e s  , 

and (4) ac t ing  upon the c h o s e n  a l t e r n a t i v e s .  S t u f / l e b e a m  (1972) 
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p r o v i d e s  an i l l u s t r a t i o n  of the  d e c i s i o n - m a k i n g  p r o c e s s  as  he  b e l i e v e s  

i t  s h o u l d  h a p p e n :  

T h e  P r o c e s s  of  D e c i s i o n  M a k i n g  

. 

. 

A W A R E N E S S  • 

a .  I d e n t i f y  p r o g r a m m e d  d e c i s i o n  s i t u a t i o n s .  
b.  I d e n t i f y  u n m e t  n e e d s  and u n s o l v e d  p r o b l e m s ,  
c .  I d e n t i f y  o p p o r t u n i t i e s w h i c h  c o u l d  be  u s e d .  

. 

DESIGN 

a.  S ta te  the  d e c i s i o n  s i t u a t i o n  in q u e s t i o n  f o r m .  
b.  S p e c i f y  a u t h o r i t y  and r e s p o n s i b i l i t y  f o r  m a k i n g  the  

d e c i s i o n .  
F o r m u l a t e  d e c i s i o n  a l t e r n a t i v e s .  
S p e c i f y  ~ : r i t e r i a  wh ich  w i l l  be  e m p l o y e d  in a s s e s s i n g  

a l t e r n a t i v e s .  
e.  D e t e r m i n e  d e c i s i o n  r u l e s  f o r  u s e  in s e l e c t i n g  an  

a l t e r n a t i v e .  
E s t i m a t e  the  t i m i n g  of  the  d e c i s i o n .  

C .  

d. 

f. 

C H O I C E  

a.  Ob ta in  and a s s e s s  c r i t e r i o n  i n f o r m a t i o n  r e l a t e d  
to e a c h  d e c i s i o n  a l t e r n a t i v e .  

b. App l y  the  d e c i s i o n  r u l e s .  
c.  R e f l e c t  on the  e f f i c a c y  of  the  i n d i c a t e d  c h o i c e .  
d. C o n f i r m  the  i n d i c a t e d  c h o i c e  o r  r e j e c t  i t  and  

r : c y c l e .  

A C T I O N  

a.  F i x  r e s p o n s i b i l i t y  f o r  i m p l e m e n t i n g  the  c h o s e n  
a l t e r n a t i v e .  

b. O p e r a t i o n a l i z e  the  s e l e c t e d  a l t e r n a t i v e .  
c.  R e f l e c t  on the  f a c e  v a l i d i t y  of t he  o p e r a t i o n a l i z e d  

a l t e r n a t i v e .  
d. E x e c u t e  the  o p e r a t i o n a l i z e d  a l t e r n a t i v e ,  o r  

r e c y c l e .  
( S t u f f l e b e a m ,  e t  al., 1971, p. 53) 
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I n s t i t u t i o n a l  P rogram, ,  Models.  

S t r e e t  , V i n t e r ,  and P e r r o w  (1966) h a v e  d e s c r i b e d  t h r e e  

d i f f e r e n t  t y p e s  of i n s t r u c t i o n s  on a c u s t o d y - t r e a t m e n t  c o n t i n u u m .  

T h e s e  a r e :  

O b e d i e n c e / C o n f o r m i t y .  H a b i t s ,  r e s p e c t  fo r  a u t h o r i t y ,  
and  t r a i n i n g  in c o n f o r m i t y  a r e  e m p h a s i z e d .  The 
t e c h n i q u e  is c o n d i t i o n i n g .  O b e d i e n c e / c o n f o r m i t y  
m a i n t a i n s  u n d i f f e r e n t i a t e d  v i e w s  of i t s  i n m a t e s ,  e m p h a -  
s i z e s  i m m e d i a t e  a c c o m m o d a t i o n  to e x t e r n a l  c o n t r o l s ,  
and  u t i l i z e s  h igh  l e v e l s  of s t a f f  d o m i n a t i o n  wi th  m a n y  
n e g a t i v e  s a n c t i o n s .  It is  the m o s t  c u s t o d i a l  t ype  of  
j u v e n i l e  i n s t i t u t i o n  p r e s e n t l y  found i n  the  Un i t ed  S t a t e s ,  
f o r  h u m a n i t a r i a n  p r e s s u r e s  have  e l i m i n a t e d  the  i n c a r -  
c e r a t i o n - d e p r i v a t i o n  i n s t i t u t i o n  as  a v i ab le  e m p i r i c a l  
t y p e .  

R e - e d u c a t i o n / D e v e l o p r n e n t .  I n m a t e s  a r e  to be  c h a n g e d  
t h r o u g h  t r a i n i n g .  C h a n g e s  in a t t i t u d e s  and v a l u e s ,  
a c q u i s i t i o n  of s k i l l s ,  the  d e v e l o p m e n t  of p e r s o n a l  
r e s o u r c e s ,  and  new s o c i a l  b e h a v i o r s  a r e  sough t .  
C o m p a r e d  to the  o b e d i e n c e / c o r f f o r m i t y  type ,  th i s  t ype  
p r o v i d e s  m o r e  g r a t i f i c a t i o n s  and  m a i n t a i n s  c l o s e r  
s t a f f - i n m a t e  r e l a t i o n s .  

T r e a t m e n t .  The t r e a t m e n t  i n s t i t u t i o n  f o c u s e s  on the  
p s y c h o l o g i c a l  r e c o n s t i t u t i o n  of  the  i n d i v i d u a l .  It s e e k s  
m o r e  t h o r o u g h - g o i n g  p e r s o n a l i t y  c h a n g e  t h a n  the  o t h e r  
t y p e s .  To th i s  end i t  e m p h a s i z e s  g r a t i f i c a t i o n s  and 
v a r i e d  a c t i v i t i e s ,  wi th  p u n i s h m e n t s  r e l a t i v e l y  few and  
s e l d o m  s e v e r e .  In the  i n d i v i d u a l  t r e a t m e n t - v a r i a n t ,  
c o n s i d e r a b l e  s t r e s s  is  p l a c e d  on s e l f - i n s i g h t  and t w o -  
p e r s o n  p s y c h o t h e r a p e u t i c  p r a c t i c e s .  In the m i l i e u  
t r e a t m e n t - v a r i a n t ,  a t t e n t i o n  is pa id  to both i n d i v i d u a l  
and s o c i a l  c o n t r o l s ,  the  a i m  be ing  not  on ly  to he lp  the  
i n m a t e  r e s o l v e  his  p e r s o n a l  p r o b l e m s  but  a l s o  to p r e p a r e  
h i m  fo r  c o m m u r i t y  l i v ing .  

• (S t ree t ,  V in t e r ,  and P e r r o w ,  1966, p. 21) 
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d. 

Formal Organization 

The  i n s t i t u t i o n  has  two i m m e d i a t e  e n v i r o n m e n t s  to w h i c h  i t  

m u s t  r e l a t e .  T h e r e  is the w o r l d  b e y o n d  the  ga te ,  e s p e c i a l l y  +hose 

a s p e c t s  w h i c h  r e l a t e  d i r e c t l y  to the  i n s t i t u t i o n ,  e . g . ,  the  j u v e n i l e  

c o u r t s ,  w e l f a r e  a g e n c i e s ,  pub l ic  s c h o o l s ,  l e g i s l a t i v e  and  e x e c , , t i v e  

b r a n c h e s  of s t a t e  g o v e r n m e n t ,  d e p a r t m e n t  of c o r r e c t i o n s ,  e t c .  

S e c o n d l y ,  i n t e r n a l  to the  i n s t i t u t i o n  a r e  the  c o t t a g e s  o r  r e s i d e n c e  

h a l l s ,  w o r k  s t a t i o n s ,  and t r e a t m e n t  f a c i l i t i e s  a n d p e r s o n n e l .  It is  

b e y o n d  the  Scope of th i s  d i s c u s s i o n  to e x a m i n e  the  i n f o r m a l  o r g a n i z a -  

t i o n  of an institution, simply because every institution in the 

United States has a different informal organization. An informal 

organization is the communication system within any organization 

that does not parallel the formal table of organization. Theoretically, 

at least, the nearer the formal and informal organizations are in 

fact, the smoother the operation and the less conflict. Conflict 

within an institution is generally represented by "snafus" in the 

communication process. .~.t least they are the symptoms. It is a 

belief held by man 7 practicing ~drninistrators that communication 

breaks down for other reasons than just the fact that some one person 

isn't talking or writing to an0tl~er in the same organization. That is 

the reason that communication difficulties are discussed as symptoms 

of the overall organization. 
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T y p e s  of  F o r m a l  O r g a n i z a t i o n  . . . . .  

The two b a s i c  a d m i n i s t r a t i v e  c o n s i d e r a t i o n s  in e s t a b l i s h i n g a n  

o r g a n i z a t i o n a l  s t r u c t u r e  wi th in  an i n s t i t u t i o n  a r e :  (1) for  f a c i l i t a t i o n  

o f  s ta f f ing  pat tern  e f f e c t i v e n e s s  and= (2) b r i n g i n g  into c l o s e  p h y s i c a l  

and c o m m u n i c a t i o n  p r o x i m i t y ,  s t a f f  m e m b e r o  w h o  m u s t  r e l a t e  i f  

e f f i c i e n c y  of  o p e r a t i o n  is  to be a c h i e v e d .  G e n e r a l l y ,  d e p a r t m e n t a l i z a -  

t ion wi th  s o m e  d e g r e e  of  c o m m u n i c a t i o n  and c o o r d i n a t i n g  a u t o n o m y  

p r o v i d e s  for  the s e c o n d  a s p e c t  of  an o r g a n i z a t i o n .  

The  m o s t  e s s e n t i a l  types  of  d e p a r t m e n t s  a r e  for  c u s t o d i a l  

c a r e  and t r e a t m e n t .  How t h e s e  two e s s e n t i a l  c o m p o n e n t s  a r e  f u r t h e r  

d e p a r t m e n t a l i z e d  d e p e n d s  upon the s i z e  of  the i n s t i t u t i o n ,  its h i s t o r y ,  

m a j o r  g o a l s  and m i s s i o n s ,  e x i s t i n g  s ta f f ,  and e s p e c i a l l y  k e y  a d m i n i s -  

t r a t i v e  or  p r o f e s s i o n a l  p e r s o n n e l .  One a d m i n i s t r a t i v e  r u l e  of  t.b.umb 

i s  that a c h i e f  a d m i n i s t r a t o r  can h a v e  no m o r e  than f ive  to s e v e n  - 

s u b o r d i n a t e s  r e p o r t i n g  to h i m .  If that r u l e  i s  f o l l o w e d  in c o n s t r u c t i n g  

an o r g a n i z a t i o n a l  r e l a t i o n s h i p ,  then s i z e  and f u n c t i o n  of  the i n s t i t u t i o n  

b e c o m e s  the m a j o r  c o n s i d e r a t i o n  in e s t a b l i s h i n g  a table  of  o r g a n i z a -  

t ion .  In a s m a l l  f a c i l i t y  a c h i e f  a d m i n i s t r a t o r  m a y  want  to have  an 

a s s i s t a n t d i r e c t o r  who l ike  he i s  r e s p o n s i b l e  for  e v e r y t h i n g .  T h e y  

: w i l l  o p e r a t e  m o r e  on a c a b i n e t - l e v e l  r e l a t i o n s h i p  than c h i e f  and 

a s s i s t a n t .  That  type of  o r g a n i z a t i o n  s not  a v e r y  good one f o r  m a n y  

r e a s o n s .  The r e a s o n s  r a n g e  f r o m  dup l i ca t ion  of funct ion  to s e c o n d  

guessing one another. Some small youth camps of ZO or so total  
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e m p l o y e e s  w i t h  l e s s  than  100  r e s i d e n t s  d o  Operate  w i t h  s u c h  an  . . . . . . . . . . . . . .  

o r g a n i z a t i o n .  L a r g e r  and m o r e  c o m p l e x  i n s t i t u t i o n ~  w i th  m u l t i p l e  

t r e a t m e n t  p r o g r a m s  w i l l  n o t  o p e r a t e  e f f e c t i v e l y  f r o m  s u c h  an 

o r g a n i z a t i o n  p l a t f o r m .  A n  e x a m p l e  i s  p r o v i d e d  in T a b l e  Z. 

TABLE 2 

Table  of  O r g a n i z a t i o n  - Ty p e  1 

A s s i s t a n t  d i r e c t o r s  c ~ n  s e r v e  to d i r e c t  th e  c u s t o d y  and 

t r e a t m e n t  o f  an i n s t i t u t i o n  p e r m i t t i n g  th e  a d m i n i s t r a t o r  to be f r e e  to  

w o r k  w i th  the  b u d g e t  and r e c r u i t  p e r s o n n e l .  T a b l e  3 i s  an e x a m p l e  of  

t h i s  type  of  o r g a n i z a t i o n .  

541 



J 

T A B L E  3 

T a b l e  of  O r g a n i z a t i o n  - T y p e  Z 

~ 9 ~ ~ ~ ~  B A s s i s t a n t  D i r e c t o r M  

The  m a j o r  d i f f i c u l t y  wi th  a T y p e  Z o r g a n i z a t i o n  i s  that  the  

d i r e c t o r  i s  u s u a l l y  a b u s i n e s s  m a n a g e r .  The  a s s i s t a n t  d i r e c t o r  m u s t  

t h e r e f o r e  p r o v i d e  p r r g r a m  l e a d e r s h i p  s i n c e  the  d i r e c t o r  i s  c o n c e r n e d  

w i t h  c o s t - e f f i c i e n t  a d m i n i s t r a t i o n  and f r e q u e n t l y  not  e f f e c t i v e  p r o g r a m  

d e v e l o p m e n t .  The a s s i s t a n t  d i r e c t o r  i s  a l s o  r e s p o n s i b l e  for  a r a n g e  

of  a c t i v i t i e s  that  he  c a n n o t  p o s s i b l e  c o m p r e h e n d  h o w  t h e y  f i t  into  an  

o v e r a l  t r e a t m e n t  m i l i e u .  T h e r e f o r e ,  w h a t  i s  h a p p e n i n g  i s  a c u s t o d i a l  

m a i n t e n a n c e  p r o g r a m  is  p r o b a b l y  b e i n g  f a c i l i t a t e d  wi th  the s c h o o l  

p r o g r a m  and c u s t o d y  e m e r g i n g  a s  the d o m i n a n t  f a c t o r s .  The  r o l e  

r e l a t i o n s h i p  of  s o c i a l  s e r v i c e  and c l i n i c a l  t r e a t m e n t  b e c o m e s  

m e c h a n i c a l  and low p r i o r i t y  in t e r m s  of  an a c t i v e  t r e a t m e n t  p r o c e s s .  

T h e y  w i l l  p r o b a b l y  not  w e  w e l l  i n t e g r a t e d  in e i t h e r  the  s c h o o l  or  

c u s t o d i a l  p r o g r a m s .  F r e q u e n t l y ,  they  a r e  a p p e n d a g e s  to the 

ins t i t -a t ional  p r o g r a m .  

54z 5 I  



i 

T h e r e  a r e  m a n y  o t h e r  t~rpe0 of  o r g a n i z a t i o n  s t r u c t u r e s .  It i s  

e x t r e m e l y  d i f f i c u l t  to f ind one t h a t  is  b e t t e r  t h a n  a n o t h e r  b e c a u s e  

t a b l e s  of o r g a n i z a t i o n  m u s t  be b u i l t - a r o u n d  the  s t r e n g t h s  and  i n t e r e s t  

o f  e x i s t i n g  s t a f f ,  o r  for  t ha t  m a t t e r ,  s o m e t i m e s  to c o m p e n s a t e  for. . th~ 

w e a k n e s s  of  p e r s o n n e l  of p r o g r a m ,  A v e r y : c a p a b l e  a d m i n i s t r a t o r  

Upon be ing  m o v e d  in to  a new p o s i t i o n  in a f a c i l i t y w i t h  a long h i s t o r y  

w a s  a s k e d  how he  would  r e o r g a n i z e  i t .  He a n s w e r e d  a u t o m a t i c a l l y  

t h a t  h i s  • f i r s t  y e a r ' s  w o r k  w a s  to s t u d y  the  r e l a t i o n s h i p  of e x i s t i n g  

p e r s o n n e l  to t he  t a b l e  of o r g a n i z a t i o n  in o p e r a t i o n  f o r  a p e r i o d  of  one  

y e a r .  It m a y  be he  f e l t  t h a t  c h a n g e  f o r  the  m e r e  s a k e  of  c h a n g e ,  w a s  

l e s s  t h a n  v a l u a b l e ,  in f ac t ,  c h a o t i c .  I n s t i t u t i o n s ,  o r g a n i z a t i o n s ,  

admL-~is t ra t ive  s t r u c t u r e s  a r e  p e o p l e ,  o r  a t  l e a s t  t h e y  r e f l e c t  peop le .  

An e f f e c t i v e  t a b l e  of  o r g a n i z a t i o n  r e f l e c t s  a b a l a n c e  b e t w e e n  

e s t a b l i s h i n g  d e p a r t m e n t s  t h a t  c a n  m a x i m i z e  c o m m u n i c a t i o n  b e t w e e n  

m e m b e r s  of t h a t  d e p a r t m e n t  and  a c h i e v i n g  a r e l a t i o n s h i p  b e t w e e n  

d e p a r t m e n t  a d m i n i s t r a t o r s  t h a t  p r o m o t e s  the  o v e r a l l  good of  the 

r e s i d e n t  o v e r  any  d e p a r t m e n t  and  p r o g r a m  a s p e c t s .  T h e r e f o r e ,  one  

e f f e c t i v e  a d m i n i s t r a t i v e  o r g a n i z a t i o n  s t r u c t u r e  is to have  f a i r l y  l a r g e  

m u l t i p l e  d e p a r t m e n t s  wi th  p r o g r a m  c o o r d i n a t o r s  r e p o r t i n g  t o a  

d i r e c t o r .  • The a s s i s t a n t  d i r e c t o r  is  a s p e c i a l i s t  wi th  a d m i n i s t r a t i v e  

s k i l l s .  In a l a r g e  o r g a n i z a t i o n ,  a d i r e c t o r  wou ld  r e p o r t  to an  

a s s o c i a t e  s u p e r i n t e n d e n t  fo r  t r e a t m e n t  o r  c u s t o d y .  In a s m a l l e r -  

s i z e d  un i t ,  the d i r e c t o r  would  r e p o r t  d i r e c t l y  to the  c h i e f  

a d m i n i s t r a t o r ,  C o m m u n i c a t i o n  l i n e s  a r e  kep t  c l e a r  by p r o v i d i n g  a 
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c a b i n e t - l e v e l  m e e t i n g  e a c h  w e e k .  C a b i n e t  o f f i c e r s  a r e  s t a f f  o f f i c e r s  

a b o v e  the  c o o r d i n a t o r  l e v e l ,  t h a t  i s ,  s u p e r i n t e n d e n t ,  a s s o c i a t e  

s u p e r i n t e n d e n t s ,  and d i r e c t o r s .  D i r e c t o r s  in t u r n  h a v e  d e p a r t m e n t a l  

m e e t i n g s  wi th  to t a l  c o o r d i n a t o r s '  C o o r d i n a t o r s  a r e  l ine  o f f i c e r s .  

M o r e  f r e q u e n t l y ,  c o o r d i n a t o r s  h a v e  p r o g r a m - l e v e l  m e e t i n g s .  To 

a u g m e n t  new p r o g r a m s  or  p r e v e n t  c e r t a i n  p r e d i c t a b l e  p r o b l e m s ,  o r  

to  que l l  p r o b l e m s  in the  m a k i n g ,  c o r e  s t a f f  a r e  i d e n t i f i e d  and  b r o u g h t  

t o g e t h e r  a t  the r e q u e s t  of  the  a s s o c i a t e  s u p e r i n t e n d e n t s .  C o r e  sl:aff 

a r e  d i r e c t o r s  and c o o r d i n a t o r s  in e i t h e r  t r e a t m e n t  o r  c u s t o d y  

c a p a c i t i e s .  I n  o t h e r  w o r d s ,  e a c h  a s s o c i a t e  s u p e r i n t e n d e n t  h a s  an  

ident i f i .~ble  c o r e  s t a f f  w h i c h  is  m a d e  up of  h i s  l i ne  and  s t a f f  o f f i c e r s  

( d i r e c t o r s  and c o o r d i n a t o r s ) .  B r i n g i n g  t o g e t h e r  c o r e  s t a f f  f a c i l i t a t e s  

c o m m u n i c a t i o n  h o r i z o n t a l l y  as  w e l l  as  v e r t i c a l l y .  T a b l e  4 p r e s e n t  s 

a g r a p h i c  r e p r e s e n t a t i o n  Of c o m p l e x  m u l t i p l e  d e p a r t m e n t a l  

s t r u c t u r e s .  
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What a r e  the m a n a g e m e n t  a l t e r n a t i v e s  for  a d m i n i s t e r i n g  an 

institution, Since the organiza~o n structures of institutions vary so 

greatly? Banghart (1969) writes: "The field of'educational adminis- 

tration is becoming concerned with the set of quantitative-scientific 

techniques that assist the educational administrator in the decision' 

m a k i n g  p r o c e s s .  T h e s e  t e c h n i q u e s  a r e  c u s t o m a r i l y  r e f e r r e d  to 

u n d e r  the t e r m  ' s y s t e m s  a n a l y s i s .  ' (p. 3). 

An a d m i n i s t r a t o r  h a s  two m a j o r  o p t i o n s . •  F i r s t ,  he  m u s t  be 

c o n c e r n e d  wi th  the c a r e  and w e l l  be ing  of  the r e s i d e n t s .  That  rr~ean, 

the bui ld ing ,  m e a l s ,  he a t i ng  plant,  and the c u s t o d i a l  s t a f f  m u s t  be 

p r o v i d e d  and m a i n t a i n e d .  The p r o g r a m s  w i t h i n  the i n s t i t u t i o n  and 

the m a n n e r  in which  t h o s e  p r o g r a m s  a r e  c o n t i g u o u s l y  a r t i c u l a t e d  

wi th  the r e a l  w o r l 6  ~ r e  not  a l w a y s  p r e s s i n g  i s s u e s .  An a d m i n i s t r a t o r  

m a y  e l e c t  to delega~,e or  r e s o l v e  h i m s e l f  of  any c o n c e r n  f o r  t h e s e  

p r o g r a m m a t i c  asp~:cts .  The  r e a s o n  m o s t  c o m m o n l y  g i v e n  i s  that in 

p r e p a r i n g  and a d m i m ~ t e r i n g  the budget ,  p r o v i d i n g  for the p h y s i c a l  

plant ,  and e s s e n t i a l  c u s t o d y  p e r s o n n e l ,  a w o r k i n g  a d m i n i s t r a t o r  has  

a l l  he c a n  p o s s i b l y  do. That  is  :'.,'hy two a s s o c i a t e  or  ~ s s i s t a n t  s u p e r -  

in tenden~s  under  one c h i e f  a d m i n i s t r a t o r  i s  a f a i r l y  c o m m o n  

a r r a n g e m e n t .  One a d m i n i s t e r g  +,he c u s t o d i a l  p r o g r a m ,  and one t~,e 

t r e a t m e n t  p r o g r a m .  To pro}:ibit  w a r r i n g  b e t w e e n  t h e m ,  the c h i e f  

d e c i s i o n  mak~,r mu~t  h~, ,e  the g o a l s  for  the i n s t i t u t i o n  c l e a r l y  in m i n d .  
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If  he  d o e s n ' t  have  the o v e r a l l  goa l s ,  o b j e c t i v e s ,  and  m e a n 0  to a c h i e v e  

t h e m  t i ed  in to  a w e l l - t h o u g h t  t h r o u g h  f o r m a t ,  he  wi l l  be a d m i n i s t e r i n g  

f r o m  p r e d i c t a b l e  c r i s i s  to p r e d i c t a b l e  c r i s i s .  T h e r e  m u s t  be s o m e  

m e a n s  of a c c o u n t i n g  fo r  e a c h  of the  g o a l s  and  o b j e c t i v e s  as  t h e y  

re la te •  to g iven  a s p e c t s  of  the  p r o g r a m s .  

The  c o n c e p t  of s y s t e m s  is u s e f u l  in k e e p i n g  the  a d m i n i s t r a t o r  

i n f o r m e d  on w h e r e  h i s  p r o g r a m s  a r e ,  and  w h a t  n e e d s  to be 

a c c o m p l i s h e d .  S y s t e m s  a n a l y s i s  is  a q u a n t i t a t i v e - s c i e n t i f i c  too l  f o r  

t r a c k i n g  p r o g r a m  a s p e c t s  and m a k i n g  d e c i s i o n s  a b o u t  t h e m .  It is  

h o p e d  b a t  m o s t  of the decis::.~ns m a d e  a r e  b a s e d  On e v a l u a t i v e  d a t a  

s t e m m i n g  f r o m  a p re -p la r~ued  e v a l u a t i o n  p r o c e s s .  Two of  the  

s y s t e m s  a n a l y s i s  t e c h n i q u e s  a r e :  1) P r o g r a m  E v a l u a t i o n  and  Rev iew 

T e c h n i q u e  (PERT)  and (2) C r i t i c a l  P a t h  M e t h o d  (CPM).  Both  o f  

t h e s e  t e c h n i q u e s  r e q u i r e  i n s t i t u t i o n a l  g o a l s  and  p r o g r a m  o b j e c t i v e s  to 

be  l a id  out  in a f low c h a r t  a r r a n g e m e n t  wi th  t he  c h a r t i n g  of  e v e n t s  

p r e d i c t e d  un t i l  the  end or  t e r m i n a l  e v e n t  is  a c h i e v e d .  The n e t w o r k  is  

an  e x t e n s i o n  of the  f low c h a r t  e v e n t s .  Al l  a c t i v i t i e s  have  an o n s e t ,  a n  

a c t i v i t y  pa th ,  and t e r m i n a l  o r  end o b j e c t i v e s .  It is  an a d m i n i s t r a t i v e  

p l a n n i n g , e v a l u a t i o n  g u i d e  to t h o s e  g o a l s  he  w i s h e s  to a c c o m p l i s h .  

Such  a guide  r e m o v e s  the  a d m i n i s t r a t o r  f r o m  " f l y i n g "  by the  s e a t  of  

h i s  p a n t s .  It g ives  h i m  r a d a r - d e t e c t i o n - t y p e  i n s t r u m e n t a t i o n  t~ 

v e r i f y  h i s  a p p r o a c h  to s e l e c t e d  g o a l s .  

The  t e r m  s y s t e m s  c a r r i e s  the c o n n o t a t i o n  of a n a l y s i s  and 

d e v e l o p m e n t  . . . .  no c o m p r e h e n s i v e  s y s t e m  d e v e l o p m e n t  can  take  
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p l a c e  w i t h o u t  p r i o r  s y s t e m s  a n a l y s i s .  S y s t e m s  o . . d e n o t e s  a l l  

a c t i v i t i e s  i n v o l v e d  f r o m  the  o r i g i n a l  a n a l y s i s  of  the  p r o b l e m  t h r o u g h  

the  f i n a l  i m p l e m e n t a t i o n  of  recommer~_dat ions  . . . u t i l i z a t i o n  of 

S c i e n t i f i c  m a t h e m a t i c a l  t e c h n i q u e s  a p p l i e d  to o r g a n i z a t i o n a !  o p e r a -  

.... t i o n s  as  p a r t  of  m a n a g e m e n t ' s  d e c i s i o n - m a k i n g  a c t i v i t i e s  ( B a n g h a r t ,  

1969, p. 20). 

L e r n e r  (1971) d e f i n e s  a s y s t e m  a s :  

I 

a s e t  of  o b j e c t i v e s ,  t o g e t h e r  w i th  r e l a t i o n s h i p s  b e t w e e n  
the  o b j e c t s  and b e t w e e n  the  c h a r a c t e r i s t i c s  of  t h e s e  
o b j e c t s .  S y s t e m s  a n a l y s i s  d e a l s  w i t h  t he  s e l e c t i o n  of  
e l e m e n t s ,  r e l a t i o n s h i p s ,  and  p r o c e d u r e s  to a c h i e v e  

• s p e c i f i c  o b j e c t i v e s  and  p u r p o s e s . ,  o ,% s y s t e m s  
a p p r o a c h  is  e x t o l l e d  as  a t e c l m i q u e  to p r e v e n t  s p l i n t e r -  
ing and  f r a g m e n t a t i o n  of  a f i e l d  by  b r i n g i n g  c o m p o n e n t  
p a r t s ,  s u b s y s t e m s ,  o r  e l e m e n t s  in to  a t o t a l  r e l a t i o n -  
sh ip  wi th  e a c h  o t h e r  . . . One goa l  of  s y s t e m s  a n a l y s i s  
i s ,  in f ac t ,  to p r o v i d e  a m e a n s  of  c r o s s i n g  b o u n d a r i e s  
and  of b r i ng ing  d i v e r s e  e l e m e n t s  and o p e r a t i o n s  and  
s p e c i a l i s t s  t o w a r d  a d e f i n i t e  s y s t e m s  p u r p o s e .  (p ,  16). 

E n o r m o u s  a d m i n i s t r a t i v e  e f f o r t  is  e x p e n d e d  e a c h  y e a r  i d e n t i -  

l y i n g  the  s u m  of the p a r t s  of p a r t i c u l a r  a d m i n i s t r a t i v e  p r o b l e m s .  

T h e  c h a r a c t e r  of an o r g a n i z a t i o n  h a s  m a n y  c o n t r i b u t i n g  a s p e c t s ,  the  

p e r s o n a l i t i e s  and  sk i l l s  of  i t s  m e m b e r s ,  and the  v iew m a i n t a i n e d  by  

t h o s e  who u s e  i t s  s e r v i c e s  in an a t t e m p t  to s a t i s f y  the  r e a s o n s  f o r  i t s  

( c r e d i b i l i t y ) .  To i n i t i a t e  a n y  p r o g r a m  e f f o r t  w i t h o u t  a g a m e  existence 
• . . .  

p l a n  wi l l  soon  l ead  to c h a o s .  The i n e v i t a b l e  p r o b l e m  of  i d e n t i f y i n g  

t h e  p l a y e r s  in a g a m e  t h a t  is  p o o r l y  u n d e r s t o o d  and  h a s  no s y s t ~ a t i c  

r u l e s  by w h i c h  to be p l a y e d  is +.he s a m e  as  t ak ing  a t r i p  in a c a r  t o ~  

\ 

u n f a m i l i a r  spo t  wi thou t  a r o a d  m a p .  The  r o l e s  of  key  s t a f f  m e m b e r s  " ~  
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m u s t  be c l e a r l y  d e l i n e a t e d  by a l l  the o r g a n i z a t i o n a l  m e m b e r s  of an 

i n s t i t u t i o n ,  or  c o n f u s i o n  w i l l  r e s u l t .  The r o l e  d i f f e r e n c e s b e t w e e n  

custod:" s taf f  and t r e a t m e n t  s ta f f  m u s t  be u n d e r s t o o d  in a c h i e v i n g  

t o t a l  p r o g r a m  e f f o r t .  When a c l a s s r o o m  t e a c h e r  r e c o g n i z e s  a ch i ld  

wi+.h a ~ e r i o u s  r e a d i n g  p r o b l e m ,  to w h o m  d o e s  s h e  d i r e c t  the  

r e f e r r a l  and what  d o e s  s h e  e x p e c t  in r e t u r n ?  Should a r e m e d i a l  

p r o g r a m  be in the s c h o o l ,  c l i n i c ,  or  r e s i d e n c e ?  T h e s e  a n d  o t h e r  

i s s u e s  a r e  the a s p e c t s  that c o n t r i b u t e  to a tota l  p r o g r a m ,  and they  

m u s t  be  u n d e r s t o o d  in l ight  of  c o o r d i n a t e d  p r o g r a m  e f f o r t s .  

As  w a s  sa id  p r e v i o u s l y ,  t h e r e  i s  a s h a r p  d i s t i n c t i o n  b e t w e e n  

p r o g r a m  content  and p r o c e s s .  P r o g r a m  content  i s  the s u b s t a n c e  or  

w h a t  a c t u a l l y  happens  in the i n s t i t u t i o n  or  m a k e s  the w h e e l s  of  an 

o r g a n i z a t i o n  run.  The p r o c e s s  i s  the a d m i n i s t r a t i v e  or  t r e a t m e n t  

s t r u c t u r e  w h i c h  gu ides  the o p e r a t i o n s ;  i t  i s  the f r a m e ,  a x l e ,  and 

hubs  upon w h i c h  the w h e e l s  turn .  A s y s t e m s  d e s i g n  i s  not  to be  

m i s c o n s t r u e d  as  prov id ing  s u b s t a n t i v e  c o n s i d e r a t i o n s  or  i n s t r u c t i o n a l  

c o n t e n t  to a p r o g r a m .  S y s t e m s  a n a l y s i s  p r o v i d e s  a s tudy  of  the 

p r o c e s s  upon  w h i c h  the c o nt e n t  i s  s u p e r i m p o s e d .  

Kipfer  (1973) w r i t e s :  

One •should k e e p  in m i n d  that the a p p l i c a t i o n  of  
a n a l y s i s  i s  to funct ion  and not  content .  T h e r e  i s  a g r e a t  
dea l  of  • d i s a g r e e m e n t  in the f i e ld  of s p e c i a l  e d u c a t i o n  
r e l a t i n g  to s p e c i f i c  content  a r e a s .  Ke l ly  (1971) has  
d e s c r i b e d  a s p e c i a l  e d u c a t i o n  p a r a d i g m  l i s t i n g  b a s i c  
p o s t u l a t e s  r e l a t e d  to s p e c i a l , e d u c a t i o n a l  f u n c t i o n s ,  and 
u s e s  the t e r m  therapy_ as  s y n o n y m o u s  wi th  i n s t r u c t i o n .  
K e l l y ' s  b a s i c  p o s t u l a t e s  are :  

II 
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(a)  the m a j o r  f u n c t i o n  of s p e c i a l  e d u c a t i o n  
• i s  t h e r a p y ;  

(b) t h e r a p y  is  e f f e c t i v e  on ly  ins , far  as  i t  
accomplishes the basic • purpose of 
special education, i. eo,  it induces 
d e s i r a b l e  b e h a v i o r a l  c h a n g e s  w h i c h  
a r e  of  e v e n t u a l  b e n e f i t  to i t s  s u b j e c t s ;  

(c) b e n e f i t s  of  t h e r a p y  c a n  be o b s e r v e d  in 
s o m e  w a y ,  but  w h a t  i s  " d e s i r a b l e "  is  
e s s e n t i a l l y  d e p e n d e n t  upon  the  s o c i a l -  
c u l t u r a l - t e l e o l o g i c a l  c o n t e x t  of t h e  
t h e r a p e u t i c  s e t t i n g ;  

(d) a d m i n i s t r a t i v e - s u p e r v i s o r y ,  r e s e a r c h ~  
and  d i a g n o s t i c  f~unctions of s p e c i a l  
e d u c a t i o n  a r e  anc i l l a ry"  to the  m a j o r  
f u n c t i o n  of  t h e r a p y ;  

(e) a n c i l l a r y  f u n c t i o n s  m u s t  r e l a t e  d i r e c t l y  
o r  i n d i r e c t l y  to t h e r a p y ;  f u n c t i o n a l  
a s p e c t s  w h i c h  do not  r e l a t e  to t h e r a p y  
in s o m e  w a y  m a y  be r e g a r d e d  as  
s p u r i o u s ;  and  

(f) a c o m p r e h e n s i v e  p a r a d i g m  of  the  
t h e r a p e u t i c  p r o c e s s  shou ld  r e l a t e  to 
i ts  a n c i l l a r y  f u n c t i o n s  to the  e x t e n t  
t h a t  s t a t e m e n t s  d e s c r i b i n g - t h e  
processes of administration-supervision, 
research, and diagnosis can be derived 
from the original paradigm. 

R y a n  (197Z) d e s c r i b e s  the  g r o w t h  of c o r r e c t i o n a l  i n s t i t u t i o n s  

in the  Un i t ed  S t a t e s  as  " h a p h a z a r d  and  i d i o s y n c r a t i c "  r a t h e r  t h a n  

" o r d e r [  7 and  p l a n n e d . "  It is  h e r  b e l i e f  t h a t  a t w o - f o l d  c h a l l e n g e  

e x i s t s  in  m a n d a t i n g  and u p d a t i n g  e d u c a t i o n a l  p r o g r a m s  in i n s t i t u t i o n s .  

T h e s e  a r e  an e d u c a t i o n a l  m a n a g e m e n t  p r o c e s s :  (1) to m a i n t a i n  an 

effective, efficient educational system, and (Z) to provide accounta- 

bility of e d u c a t i o n a l  p r o g r a m s  on d e c i s i o n s  o r  p o l i c i e s  be ing  m a d e  in 

institutions. It is Kyan's view that "... corrections decision-makers 

-I 
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m u s t  be p r e p a r e d  to a n s w e r  to the c i t i z e n r y ,  loca l  govern ing  bod i e s ,  

s t a t e  l e g i s l a t u r e s ,  and C o n g r e s s  when  con f ron t ed  with: 'What  w e r e  

the in tended  o u t c o m e s  of  educa t ion  in this  c o r r e c t i o n a l  s e t t i n g ? '  . . . 

To a c h i e v e  this  e f f e c t i v e n e s s ,  it is  i m p e r a t i v e  for  m a n a g e m e n t  to 

have  an adequa te  knowledge  of p r o b a b l y  c o n s e q u e n c e s  b e f o r e  d e c i s i o n s  

a r e  m a d e . "  (p. 18). 

Ryan  (1972) has  def ined  e ight  b a s i c  funct ions  and the r e l a t i o n -  

ship  b e t w e e n  and among its func t ions  in e s t a b l i s h i n g  a d e c i s i o n -  

mak ing  s y s t e m  for  a d m i n i s t r a t i v e  m a n a g e m e n t  of educa t iona l  

p r o g r a m s  in adul t  c o r r e c t i o n a l  i n s t i t u t i o n s .  T h e s e  e ight  func t ions  

a r e :  (1) concep tua l i z ing  the s y s t e m ;  (2) m o n i t o r i n g  the s y s t e m  

p h i l o s o p h y  and a s s e s s i n g  needs ;  (3) def ining goals  and o b j e c t i v e s ;  

(4) p r o c e s s i n g  in fo rmat ion ;  (5) h y p o t h e s i z i n g  plans ;  (6) t e s t i ng  plans ;  

(7) m e a s u r i n g  o u t c o m e s ;  and (8) eva lua t ing  ind iv idua ls  and p r o g r a m s .  

F i g u r e  3 p r o v i d e s  a g raphic  d i s p l a y  of  the mode l  Ryan r e c o m m e n d s  

for  the m a n a g e m e n t  of in s t i t u t iona l  educa t iona l  p r o g r a m s .  A work ing  

d e s c r i p t i o n  of the eight  e l e m e n t s  in  the  s y s t e m s  flow is as  fo l lows :  

(1) C o n c e p t u a l i z e  the S y s t e m .  
B a s i s  for  educa t i ona l  m a n a g e m e n t  is a d e s c r i p -  

tion of the e l e m e n t s  to iden t i fy  r e l a t i o n s h i p s  o f  the 
s u p e r s y s t e m .  This  c o n c e p t u a l i z a t i o n  of the s y s t e m  
should se t  the s t age  fo r  s u b s e q u e n t  s y n t h e s i s  which  
wil l  m e e t  b a s i c  r e q u i r e m e n t s  of an e f f e c t i v e l y  
funct ioning s y s t e m  by ach iev ing  w h o l e n e s s  of the 
e l e m e n t s ,  c o m p a t i b i l i t y  b e t w e e n  s y s t e m  and s o c i e t y  
in gene ra l ,  and c o n g r u e n c e  be tween  s y s t e m  
s y n t h e s i s  and p u r p o s e .  (Ryan, 1969). 
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(Z) A s s e s s  Needs .  

(3) 

(4) 

(5) 

A s y s t e m  c a n n o t  f u n c t i o n  e f f e c t i v e l y  a p a r t  f r o m  
the  r e a l - l i f e  e n v i r o n m e n t  of wh ich  i t  is  a p a r t .  
(Bana thy ,  1968).  S o c i a l  f a c t o r s ,  c u l t u r a l  f a c t o r s  
and v a l u e s ,  p r o v i d e  the  i n f o r m a t i o n  a long  wi th  an 
u n d e r l y i n g  p h i l o s o p h y  w h i c h  p r o v i d e s  d i r e c t i o n  to 
e d u c a t i o n a l  m a n a g e m e n t  in C o r r e c t i o n a l  s e t t i n g s .  
I m m e d i a t e  and  l o n g - r a n g e  goa l s  a r e  the  f a c t o r s  
i n f l u e n c i n g  e d u c a t i o n a l  m a n a g e m e n t .  The end 
r e s u l t  of m o n i t o r i n g  p h i l o s o p h y  and  a s s e s s i n g  n e e d s  
shou ld  be i d e n t i f i c a t i o n  of  p r o b l e m  a r e a s  and 
p r o p o s e d  m e a n s  f o r  a l l e v i a t i n g  t h e m '  The  f i n a l  
s t e p  in a n a l y z i n g  of  the  s i t u a t i o n  s h o u l d  be a G o - -  
No-Go d e c i s i o n  in i n d i c a t i n g  w h e t h e r  the  i d e n t i f i e d  
p r o b l e m  is a m e n a b l e  t h r o u g h  the a v a i l a b l e  p r o g r a m s .  

Def ine  M i s s i o n ,  Goals~ and  O b j e c t i v e s .  
The n e x t  t a s k  a t  h a n d  is  one of s t a t i n g  the  m i s s i o n  

and  de f in ing  g o a l s  and  o b j e c t i v e s .  The  e l e m e n t s  o r  
f u n c t i o n s  m u s t  c o n t r i b u t e  e f f e c t i v e l y  to a c h i e v e m e n t  
goa l s ,  and i t  is  e s s e n t i a l  t ha t  e d u c a t i o n a l  m a n a g e -  
m e n t  r e s t  on a c a r e f u l  d e t e r m i n a t i o n  of  the o b j e c -  
t i v e s .  Th i s  i n c l u d e s  an  a p p r o p r i a t e  p r i o r i t i z a t i o n  
of  goa l s  and  o b j e c t i v e s .  

P r o c e s s  I n f o r m a t i o n .  
The f e e d b a c k  loop b e t w e e n  p r o c e s s  i n f o r m a t i o n  

and  goa l s  and  o b j e c t i v e s  m a n d a t e s  an  i n f o r m a t i o n -  
b a s e d  c o n t r o l  o v e r  p r o p o s e d  o b j e c t i v e s .  In e a c h  
s i t u a t i o n ,  f e e d b a c k  f r o m  p r o c e s s i n g  i n f o r m a t i o n  to 
de f in ing  goa l s  and  o b j e c t i v e s  wi l l  i m p r o v e  the  
s y s t e m .  The  i n f o r m a t i o n  a c q u i r e d  a b o u t  l e a r n e r s ,  
s o c i e t y - c u l t u r e  and  e x i s t i n g  i n s t i t u t i o n a l  p r o g r a m s  
is  a n a l y z e d  and  s y n t h e s i z e d  to f o r m  a b a s i s  f o r  
d e v e l o p i n g  f u t u r e  goa l s  and  p r o g r a m  d i r e c t i o n s .  

F o r m u l a t e  H y p o t h e s e s .  
The c r u x  of  e d u c a t i o n a l  m a n a g e m e n t  l i e s  in the  

d e s i g n  of e d u c a t i o n a l  p l a n s .  (p. 23).  The  e d u c a -  
t i ona l  p l ans  f o r m u l a t e d  t a k e  the f o r m  of p r o g r a m  
s p e c i f i c a t i o n s .  S p e c i f i c a t i o n  of l i m i t s  to a p r o g r a m  
p lan  e n t a i l s  s e t t i n g  b o u n d a r y  c o n d i t i o n s  for  p e r -  
f o r m a n c e .  T i m e  is a m a j o r  f a c t o r  in p l ann ing  
p r o j e c t s  and  the  s y s t e m  d e s i g n  m u s t  be able  to 
a c c o m m o d a t e  f o r  t i m e  v a r i a t i o n °  I n f o r m a t i o n  con -  
s t i t u t e s  an i m p o r t a n t  c o n s t r a i n t  on d e s i g n .  The  
h i s t o r y  of c o r r e c t i o n s  is fr~2ught wi th  a l a c k  of d a t a  
to i nd i ca t e  I u n g - t e r m  e f f e c t i v e n e s s  of the  s y s t e m .  
(Ryan, 1972, p. Z4). 
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Tes t ing  H y p o t h e s i z e d  P l a n s .  
The  p r o g r a m s  i m p l e m e n t e d  and any a l t e r n a t i v e  

s t r a t e g i e s  to a c h i e v e  the s y s t e m  goals  m u s t  b e  
t e s t e d  for  t he i r  e f f e c t i v e n e s s .  Mi l l e r ,  e t a l . ,  
(1971) m a k e s  the point tha t  s t r a t e g i e s  •contain 
c o m m u n i c a t i o n  e l e m e n t s  and that  s t r a t e g i e s  which  
have  been  va l ida t ed  th rough  f e e d b a c k  and con t ro l  
a r e  the m o s t  r e l i a b l e  m a n a g e m e n t  t e c h n i q u e s  fo r  
ach iev ing  s y s t e m  goa l s .  S t r a t e g i e s  a r e  d e v e l o p e d  
to c r e a t e  l ea rn ing  e n v i r o n m e n t s  and e x p e r i e n c e s .  
(Ryan, 1972, p. 25). It is  to tha t  end that  p r o t o -  
type  p r o g r a m s  should  be  c o n s t r u c t e d  and t e s t e d .  

M e a s u r i n ~  O u t c o m e s  of S y s t e m  Operat ion.  
M e a s u r e m e n t  of o u t c o m e s  is  a p r e c o n d i t i o n  to 

eva lua t ion  of p r o g r a m  plans  and va l ida t ion  of the 
s t r a t e g i e s  i m p l e m e n t e d .  M e a s u r e m e n t  m u s t  
p r e c e d e  eva lua t ion ,  as  the  da ta  p r o d u c e d  f r o m  
m e a s u r i n g  o p e r a t i o n s  o u t c o m e s  and p r o d u c t s  wi l l  
p rov ide  the b a s i s  fo r  judging  s y s t e m  e f f e c t i v e n e s s .  

Eva lua t ion  of Indiv iduals  and P r o j e c t s .  
Evaluation is a process of determining the value 

of performance or assigning outputs° The results 
of evaluation are fed back into the system to 
modify it. It is from the evaluation data that 
management decisions in support or rejection of 
the educa t iona l  p r o g r a m  a r e  m a d e .  
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E v a l u a t i o n  

The m a j o r  d i m e n s i o n  of  any  p l ann ing  a c t i v i t y  is the  e v a l u a t i o n  

• w h i c h  d e t e r m i n e s  the  d e g r e e  to w h i c h  the  o b j e c t i v e s  a r e  b e i n g  

a c c o m p l i s h e d .  W o r t h e r n  and S a n d e r s  (1973) w r i t e :  ' r E v a l u a t i o n  is  

o n e  Of the  m o s t  w i d e l y  d i s c u s s e d  bu t  l i t t l e  u s e d  p r o c e s s e s  in t o d a y t s  

e d u c a t i o n a l  s y s t e m s .  " {p. 1). 

S t u f f l e b e a m ,  e t  a l . ,  {1971) d e f i n e  e v a l u a t i o n  a s  " the  p r o c e s s  

of  d e l i n e a t i n g ,  o b t a i n i n g ,  and  p r o v i d i n g  u s e f u l  i n f o r m a t i o n  f o r  j u d g i n g  

d e c i s i o n  a l t e r n a t i v e s . "  (po xx.V)o T h e y  add :  "o o . the  m a j o r  r e a s o n  

e v a l u a t i o n  is  in d i f f i c u l t y  i s  t h a t  k n o w l e d g e  of  the  d e c i s i o n - m a k i n g  

p r o c e s s  and of  the  m e t h o d o l o g i e s  f o r  r e l a t i n g  e v a l u a t i o n  to d e c i s i o n  

m a k i n g  is  w o e f u l l y  i n a d e q u a t e °  t, (p. 10). 

The  few p e o p l e  wi th  r e s p o n s i b i l i t y  f o r  funds  t end  to a s k  w h y  

s p e c i a l  c h i l d r e n  a r e  " s p e c i a l "  and ,  e v e n  m o r e ,  w h e t h e r  s p e c i a l  

e d u c a t i o n  is  do ing  m o r e  f o r  t h e s e  c h i l d r e n  than  the  r e g u l a r  c l a s s r o o m  

c o u l d  do .  If w e  a r e  to d e f e n d  o u r  p r o g r a m s ,  we  m u s t  h a v e  f a c t s .  

I n c r e a s i n g  p r e s s u r e  is  b e i n g  p l a c e d  on s p e c i a l  e d u c a t o r s  to 

p r o v i d e  e v i d e n c e  tha t  e f f o r t s  w i th  e x c e p t i o n a l  c h i l d r e n  a r e  b e n e f i c i a l .  

( L e s s i n g e r ,  1971).  If c h a r g e d  to c o m m u n i c a t e  t he  e f f e c t i v e n e s s  of  

~he i r  p r o g r a m s ,  t h e y  m u s t  (1) s~ate p r e c i s e l y : ~ w h a t  o u t c o m e s  the  

p r o g r a m  is  des ' igned  to f a c i l i t a t e ,  and' (2) p r e s e n t  e v i d e n c e  t ha t  the  

o u t c o m e s  h a v e ,  in f ac t ,  b e e n  p r o d u c e d .  T h e s e  d e m a n d s  on 

c l a s s r o o m  t e a c h e r s  fo r  a c c o u n t a b i l i t y  n e c e s s i t a t e  the  u s e  of  an 



! . . .  ° 

e v a l u a t i o n  p r o c e s s ;  but  the  p r i n c i p l e s  of  e v a l u a t i o n  m a y  w e l l  be one  

a r e a  w h e r e  p r e s e r v i c e  a c a d e m i c  p r e p a r a t i o n  w a s  l i m i t e d  o r  n o n -  

e x i s t e n t  f o r  m o s t  t e a c h e r s .  - 

I n s t i t u t i o n a l  a d m i n i s t r a t o r s  and the  c l a s s r o o m  t e a c h e r ,  f a c e d  

w i t h  t he  d a y - t o - d a y  r e a l i t y  o f  c h a n g i n g  the  b e h a v i o r  of  d e l i n q u e n t  

y o u t h ,  do no t  n e e d  to l e a r n  a n o t h e r  a b t u s e  t h e o r e t i c a l  m o d e l  o r  b e  

o v e r w h e l m e d  by  the  a c a d e m i c  p r o s e  in  w h i c h  m o s t  e v a l u a t i o n  

a r t i c l e s  a r e  w r i t t e n .  Nor  do the  7 n e e d  w h a t  O h r t m a n  (1972) h a s  

a p t l y  d e s c r i b e d  as  the " i n  and  ou t  r e s e a r c h e r  . , . g e t s  two  s e t s  of  

k i d s ,  do A to one  g r o u p  and  B to  a n o t h e r ,  c o m p a r e  t h e m ,  and  one  

g r o u p  does  b e t t e r  a t  the . 01 l e v e l - - t h e n  of f  to the  n e x t  p r o j e c t . "  

(p. 377).  V e r g a s o n  (1973) and  J o n e s  (1973) h a v e  d e l i n e a t e d  m a n y  of  

t h e  p r o b l e m s  a s s o c i a t e d  w i th  the  e v a l u a t i o n  p r o c e s s .  A l l  too  o f t e n  

t h e r e  :1as b e e n  m o r e  e f f o r t  r e q u i r e d  t han  v a l u e  p r o v i d e d .  J o n e s  

(1973) w r i t e s  t ha t  b e f o r e  a n y  s c h o o l  d i s t r i c t  s h o u l d  p r e s u m e  to d e v i s e  

a s y s t e m  of  a c c o u n t a b i l i t y  f o r  s p e c i a l  e d u c a t i o n ,  the  f o l l o w i n g  

q u e s t i o n s  shou ld  be a n s w e r e d :  

1. What  a r e  t he  c o m m o n  and  s p e c i f i c  g o a l s  2o w h i c h  

the  a d m i n i s t r a t o r  and the  p r o g r a m  a r e  s t r i v i n g ?  

Zo What  s t u d e n t ,  c o m m u n i t  7, o r  s o c i e t a l - n e e d  

i n v e n t o r i e s  a r e  a v a i l a b l e ,  on p a p e r ,  to  i n d i c a t e  

c h a n g e  s t r a t e g i e s  w h i c h  shou ld  be u n d e r t a k e n ?  
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3. -What specific and measurable performance objec- 

tives have been written down that would enable 

outside agencies, the residents, and staff to 

understand the minimum expectations of *.he specific 

p r o g r a m  e f f o r t s t h a t  r e l a t e  to t h e m ?  

4. What  a n a l y s i s  of  t.he e x i s t i n g  d e l i v e r y  s y s t e m  is 

a v a i l a b l e  to i n d i c a t e  t h a t  the c u r r e n t  e d u c a t i o n a l  

input  a p p r o a c h  is  m a n a g e a b l e  as  c o m p a r e d  to the  

a l t e r n a t i v e s  ? 

V e r g a s o n  (1973) s t a t e s  t h a t  one a r e a  in w h i c h  e d u c a t o r s  can  be 

m o r e  d e f i n i t i v e  abou t  t h e i r  p r o g r a m s  is t ha t  of  S t a n d a r d i z e d  f e r m i -  
• 

n o l o g y .  S t u f f l e b e a m  (1972) h a s  i "ecen t ly  a s s u m e d  a p o s i t i o n  s i m i l a r  

to tha t  of S c r i v e n  (1967) who d e f i n e s  the f u n d a m e n t a l  goa l  of  e v a l u a t i o n  

as  d e t e r m i n i n g  the  va lue  of  a p r o g r a m  o r  i n s t r u c t i o n a l  ac t iv : : ty .  

O r i g i n a l l y ,  S t u f f ! e b e a m  (1968) saw e v a l u a t i o n  as  a s y s t e m a t i c  p r o c e s s  

of  " d e l i n e a t i n g ,  ob t a in ing ,  and  p r o v i d i n g  u s e f u l  i n f o r m a t i o n  f o r  j u d g i n g  

d e c i s i o n  a l t e r n a t i v e s . "  (p. 129). The C/_PP (Contex t ,  Input ,  P r o c e s s ,  

and  P r o d u c t )  m o d e l  he d e v e l o p e d  r e p r e s e n t s  a f r a m e  of  r e f e r e n c e  f o r  

p r e s e n t i n g  a l t e r n a t i v e s  to d e c i s i o n  m a k e r s  and  can  p r o v i d e  a 

c l a s s r o o m  t e a c h e r  w i t h  i n f o r m a t i o n  about  h e r  p r o g r a m ;  but  th i s  

e v a l u a t i o n  m o d e l  is. too c o m p l e x  fo r  d a i l y  u s e  i n  the  c l a s s r o o m .  

O t h e r  e v a l u a t o r s  h a v e  d i s c u s s e d  p lans  f o r  c u r r i c u l u m  and 

c o u r s e  e v a l u a t i o n  (Cronbac:- ;  1963; 

1964; .Michae l  and M e t f e s s e l ,  1967; 

K r a t h w o h l ,  1 965; Lintlva11, et  a l . ,  

and P o p h a r n ,  1969), wh i l e  s t i l l  

, f : - .  
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o t h e r s  have  p r e s e n t e d  t h e o r e t i c a l  e v a l u a t i o n  m o d e l s  (Atkin,  1969; 

H a m m o n d ,  1969; and P r o v u s ,  1969) .  T h e s e  p lans  g e n e r a l l y  

r e p r e s e n t  s i m i l a r  p r o c e s s e s  for  conduct ing  e d u c a t i o n a l  e v a l u a t i o n s ,  

but they do not  o f f e r  a s i m p l i f i e d  p r o c e d u r e  for  the a l r e a d y  o v e r -  

• /  

b u r d e n e d  c l a s s r o o m  t e a c h e r  to u s e .  

The  t e r m  evaIuat ion  i s  not  a good  one b e c a u s e  it  i n c r e a s e s  

anx i e ty  wi thout  having,  a p a r t i c u l a r  u n i v e r s a l  m e a n i n g .  A l l  s o r t s  o f  

a t r o c i t i e s  have  b e e n  a c c o m p l i s h e d  in the n a m e  of  e v a l u a t i o n .  To 

r e d u c e  the a m b i g u i t y  a s s o c i a t e d  wi th  the t e r m ,  w e  a r e  c o n c e r n e d  

wi th  contex t  e v a l u a t i o n  and not p e r s o n n e l .  In the n e x t  part  o f  th is  

chapter , •  eva luat ion  p r o c e d u r e s  for  d e s c r i b i n g p r o g r a m  output,  ..................................... 

p e r s o n n e l  e f f e c t i v e n e s s ,  and s p e c i f i c  c l a s s r o o m  d e l i v e r y  o f  o b j e c -  

t i v e s  a r e  d i s c u s s e d .  The  task  of  p e r s o n n e l  e v a l u a t i o n  i s  not  a 

: roga t ive  of  an o u t s i d e  r e v i e w  ( e x t e r n a l  to the  ins t i tu t ion} .  

~nnel  p o l i c i e s  and the e v a l u a t i o n  of  p e o p l e  h i r e d  by an i n s t i t u t i o n  

m u s t  be e s t a b l i s h e d  in l ine  wi th  that ind iv idua l  and that i n s t i t u t i o n ' s  

¢ 

e x p e c t a t i o n s  f o r  c a r e e r  d e v e l o p m e n t .  P r o g e r ,  C a r f i o l i ,  and Kalapos  

(1973),  in a d i s c u s s i o n  of eva lua t ing  i n s t r u c t i o n a l  m a t e r i a l s ,  have  

m.',itde s o m e  v e r y  f i t t ing r e m a r k s :  

The c a r e l e s s  u s e  of  the t e r m  "eva luat ion"  has  l ed  to  
m i s c o n c e p t u a l i z e d  m o d e l s . . .  An e x h a u s t i v e  d e s c r i p -  
t ion of  c h a r a c t e r i s t i c s  of the l e a r n e r ,  the m a t e r i a l ,  t~e  
s e t t ing  of  i n s t r u c t i o n ,  and so  on.,' doeo not c o n s t i t u t e  
e v a l u a t i o n ,  a l though it  i s  u s e f u l  in d e l i m i t i n g  the 
g e n e r a H z a b i l i t y  o f  e v a l u a t i o n  r e s u l t s .  E v a l u a t i o n  r e f e r s  
to the actual  j u d g m e n t s  that a r e  m a d e . w i t h  r e g a r d  to the 
qual i ty  of  the m a t e r i a l ,  i ts  s u c c e s s  in u s e  wi th  s t u d e n t s ,  
and other  s t r e n g t h s  or  w e a k n e s s e s .  T r u e  m a t e r i a l s  
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eva luat ion  i m p l i e s  that a de f i n i t e  p o s i t i o n  ( f a v o r a b l e  or 
unfavorable) is taken concerning the materials 

evaluated; neutrality is not a virtue. It is unfortunate 
that some evaluation models for materials have relied 
almost totally upon descriptive analyses of materials 
and •have disregarded judgmental evaluations. Items on 
a mat=rials-evaluation form that deal with description 
should be clearly labeled as such. R~ne same should be 
done for items that concern jr, dgmental evaluations . 
When this distinction is made; it is apparent how little 
{and that of poor quality) is being done Lu the genuine 
sense of materials evaluation. (p. 272). 

T h e  above  quote  w a s  not added to e l i c i t  suppor t  f o r  m a k i n g  

s u b j e c t i v e  or  qua l i ta t ive  j u d g m e n t s .  The  point  i s  that  j u d g m e n t s  w i l l  

t 
a l w a y s  be  n e c e s s a r y ,  e v e n  w h e n  =, c r i t e r i a  or  s t a nda r d  i s  

e s t a b l i s h e d .  The c r u c i a l  q u e s t i o n  i s :  "What i s  the s'~andard or  
. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . - - .  - . . . . . . . . . . . . . . . . . . . . . .  

c r i t e r i a  and wE)  is  do ing  the e v a l u a t i o n 2  " In a n s w e r  to the q u e s ~ o n  

o f  w h e r e  to begin ,  beg in  by e v a l u a t i n g  the c o n t e n t  of  the s p e c i f i c  

i n s t i t u t i o n a l  pro m ' s  o b j e c t i v e s  to d e t e r m i n e  the d i f f e r e n c e  in w h a t  

a p r o g r a m  sayF c is  do ing ,  and what  in fact  i t  i s  doing in r e l a ~ o n s h i p  

to i t s  o b j e c t i v e s .  The data can then be u s e d  to m a k e  a sound 

a d m i n i s t r a t i v e  d e c i s i o n  r e f l e c t i n g  an e f f o r t  to plan for  the fu ture  on 

the b a s i s  of  the e v i d e n c e  r e v e a l e d  by the e v a l u a t i o n .  

Goals and Obiec~ives 

There are ~everal goals (unrr, easurable aims) and objectives 

(measurable) which are inherent to an institutional program. The 

main goal will be to provide necessary progralz~ opporOanities for 

559 ~ ~" 

:J 
..... .. , : 



/ 

, /  

q 

y o u t h  to alter hi s  b e h a v i o r  a t  an o p t i m u m  • leve l  and ra te ,  w i th  c o n s i d -  

• . .  • 

era~ ion  for  h i s  ab i l i ty ,  r a c e ,  s e x ,  and s o c i O e c b n o m i c  l e v e l  and 

s o c i o e m o t i o n a l  d e v e l o p m e n t .  T h e  S e c 6 n ~ a r y g o a l s  w i l l  be  to p r o v i d e  

c o n t i n u e d  Support  in the  7 o u t h ' s , e f f o r t a  to a c h i e v e  the skil ls  n e c e s . -  

s a r y  to l e a v e  the i n s t i t u t i o n  and p e r f o r m  n o r m a l l y  in t h e  c o m m u n i t y .  

S o m e  o t h e r  p o s s i b l e  g o a l  s t a t e m e n t s  for  i n s t i t u t i o n a l i z e d  d e l i n q u e n t s  

a r e :  

1. to i s o l a t e ,  s e g r e g a t e ,  o r  !abe l  a s  fe___ww c h i l d r e n  f r o m  

m a i n s t r e a m i n g  p r o g r a m s ;  

2. to k e e p  the  y o u t h ' s  s c h o o l  and c o m m u n i t y  i n f o r m e d  

about  h i s  p r o g r e s s  and n e e d s  in p l a n n i n g  an o r d e r l y  

r e - e n t r y  for  h i m  f r o m  i n s t i t u t i o n  to c o m m u n i t y ; . .  . . . . .  

3. to p r o v i d e  a d d i t i o n a l  p r o g r a m m a t i c  s u p p o r t  for  

youth  who e x p e r i e n c e  d i f f i c u l t y  a d j u s t i n g  to 

ins t i t u t i o n a l  p r o g r a m s ;  

4.  to p r o v i d e  d e m o n s t r a t i o n  and i n s e r v i c e  a s s i s t a n c e  

to c u s t o d i a l  and t r e a t m e n t  s ta f f  to e n c o u r a g e  and 

p r o m o t e  p o s i t i v e  p r o g r a m  c l i m a t e ;  

5. to p r o v i d e  a v a l u e - l e a r n i n g  s y s t e m  that  w i l l  

p r o m o t e  youth  to m a k e  d e c i s i o n s  c o n c e r n i n g  t h e i r  

l i v e s  that w i l l  u l t i m a t e l y  r e d u c e  r e c i d i v i s m ;  

., 6. to p r o v i d e  c o n t i n u o u s  p lann ing  and m o n i t o r i n g  of  

youth  who h a v e  s e r i o u s  e n o u g h  p r o b l e m s  so  that  

i n s t i t u t i o n a l i z a t i o n  w a s  r e q u i r e d ;  
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7. to p r o v i d e  c o n t i n u o u s  f e e d b a c k  to t he  you th  and  h i s  

f a m i l y  on h i s  p r o g r e s s  a s  he  p a r t i c i p a t e s  in  v ~ r i o u e  

p r o g r a m s  o r  s e r v i c e  a s p e c t s ;  

8 .  to p r o v i d e  e v a l u a t i o n  o f  a l l  p r o g r a m s  a c c o r d i n g  to  

c r i t e r i a  e s t a b l i s h e d  w i th  a s y s t e m a t i c  p r o c e d u r e  

w h i c h  d e n o t e s  the  q u a n t i t a t i v e  and q u a l i t a t i v e  

a s p e c t s  f o r  the  p r o g r a m ;  

9. to p r o v i d e  a s y s t e m a t i c  d i a g n o s t i c  p r o c e d u r e  t h a t  

w i l l  p e r m i t  i d e n t i f i c a t i o n  of  y o u t h  r e q u i r i n g  u n i q u e  

p r o g r a m s ;  

to  p r o v i d e  f o r  t he  p u b l i c  i m a g e  of  t he  i n s t i t u t i o n .  - 

O b j e c t i v e s  a r e  m e a s u r a b l e  a s p e c t s  t h a t  r e f l e c t  t he  p r o c e s s  and  

p r o d u c t  of a g iven  goa l .  An o b j e c t i v e  shou ld  s t a t e  w h a t  is to  o c c u r ,  in  

w h a t  t i m e  f r a m e  ~ )  o r  o r d e r ,  and  how it  i s  to  o c c u r .  O b j e c t i v e s  

m u s t  be s p e c i f i c  to e a c h  f a c t o r  o r  f u n c t i o n  l i s t e d  in the  t a s k  a r e a s .  

T h i s  i 'dea of s p e c i f i c  o b j e c t i v e s  f o r  e a c h  f u n c t i o n ,  u n d e r  a g e n e r a l  

p r o g r a m  goa l  f o r  a g iven  t a s k  a r e a ,  is  r a t h e r  s e l f - e x p l a n a t o r y  in 

d e v e l c p i n g  a p r o g r a m - p l a n n i n g  g u i d e .  T h e  f i r s t  p h a s e  in e v a l u a t i n g  a 

p r o g r a m  is to  c a r e f u l l y  l i s t e n  to w h a t  the  a d m i n i s t r a t o r s ,  t e a c h e r s ,  

and  s t u d e n t s  s ay  a p r o g r a m  shou ld  a c c o m p l i s h .  Two t h i n g s  s h o u l d  be  

c a r e f u l l y  n o t e d ,  as  the i n f o r m a t i o n  w i l l  l a t e r  be  c o m p a r e d  to w h a t  t h e  

d i s t r i c t ' s  g o a l s  a r e .  F i r s t ,  w h a t  is  t he  a t t i t u d e  o r  c o m m i t m e n t  to  t he  

p r o g r a m ?  It shou ld  be u n d e r s t o o d  t h a t  tb.e p e o p l e  a s s o c i a t e d  wi th  the  

• The  a b s e n c e  of s u c h  b e l i e f  

Vi 

p r o g r a m  a l s o  b e l i e v e  in i t  p e r s o m ~ l I y .  
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g e n e r a t e s  c l i c h e s  and an  a i r  of  t r i t e n e s s .  S e c o n d l y ,  p r o g r a m  

c o n s t r a i n t s  m u s t  be d e t e r m i n e d .  T h e  c o n s t r a i n t s  of  i m p l e m e n t i n g  

a l e a r n i n g  d i s a b i l i t i e s  p r o g r a m  a r e  g ~ n e r a l l y  f i n a n c i a l  l i m i t a t i o n s ,  

s t a f f  ( l eve l  of t r a i n i n g ,  t y p e  of  t r a i n i n g ,  a b i l i t y ) ,  and t he  p h y s i c a l  

f a c i l i t i e s  t h a t  a r e  c u r r e n t l y  a v a i l a b l e ~  T h e  m o s t  i m p o r t a n t  

c o n s t r a i n t s  a r e  *,he a t t i t u d e s  w i t h i n  the  s y s t e m  as  w e l l  a s  t h o s e  

o u t s i d e  i t ,  p r i m a r i l y  t h e  c o m m u n i t y .  

' A l l  p r o g r a m s  h a v e  to  be d e v e l o p e d  w i t h i n  the  b u d g e t a r y  

f r a m e w o r k  and f a c i l i t i e s  a v a i l a b l e .  I t  i s  p o s s i b l e ,  h o w e v e r ,  to m a k e  

i n t e r n a l  c h a n g e s  w h i c h  c o u l d  h a v e  a g r e a t  e f f e c t  on  a l t e r i n g  

An e x a m p l e  of  a c h a n g e  o£ t h i s  n a t u r e  m i g h t  be t h e  u s e  . . . . . . . . . . . . . . . . . . . . . . .  

of  l i m i t e d  funds  to e m p l o y  a p e r s o n  to i n i t i a t e  a d e s i r e d  p r o g r a m  in 

o n e  c o t t a g e  when  it  is d e s i r a b l e  to  h a v e  i t  in a l l  c o t t a g e s .  But ,  i t  

m a y  be b e t t e r  f o r  the  s a k e  o f  the  p r o g r a m  to p r o v i d e  an  i n t e n s i v e  

e f f o r t  a t  t h a t  one  c o t t a g e  f o r  one  y e a r .  As  the  p r o g r a m  s e l l s  i t s e l f ,  

b u d g e t  w i l l  be  a d d e d  (o r ,  i f  n e c e s s a r y ,  t he  p e r s o n  c o u l d  be  m o v e d  to 

a n o t h e r  bu i l d i ng  the  n e x t  y e a r )  u n t i l  e v e r y  c o t t a g e  in the  i n s t i t u t i o n  

h a s  an e q u a l  o p p o r t u n i t y  to  b e n e f i t ,  a s  o p p o s e d  to  s p r e a d i n g  o n e  

p e r s o n  too  th in  and o b t a i n i n g  a w a t e r e d - d o w n  e f f o r t .  

A s i m p l i f i e d  p l a n n i n g  gu ide  h a s  t he  f o l l o w i n g  d i m e n s i o n s :  . , ,  

Goal :  

O b j e c t i v e ( s ) :  

Strategies : , ',~ 

Pr oduct/(Y~tcome: 
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Evaluation: 

Date of Completion: Timeline with 

Personnel: 

• Cost/Benefit Ratio: 

Criteria or Standard: 

P r o g r a m  E v a l u a t i o n  

Accountability is a problem for all administrators. The 

demand and need for accountability i:u program evaluation is 

................................................. ~especiaiIy acute.- The focus of this-Secti0nis to provide adminis- 

trators of institutions with guidelines for determining the effective~ 

ness of t h e i r  programs. Secondly, a discussion of staff evaluation 

will be completed; and finally, a simplified Classroom evaluation 

process for teachers to Self-critique their instructional activities. 

As mentioned earlier, the need fo r program evaluation is the 

result of public demand for "proof'! that programs and services to 

youth are effective and beneficial. Initial efforts in program evalua- 

tion focused ontheory and the development of evaluation models with 

limited implementation (Lilly, J. 970). The following discussion 

hopefully w i l l  encourage a d m i n i s t r a t o r s  to  l i f t  p r o g r a m  evaluation 
.. . . . 

from paper and put into practice. 
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E v a l u a t i o n  ha s  b e e n  d e f i n e d  as  " t h e  p r o c e s s  of  d e l i n e a t i n g ,  

• o b t a i n i n g ,  and p r o v i d i n g  u s e f u l  i n f o r m a t i o n  f o r  j u d g i n g  d e c i s i o n  

a l t e r n a t i v e s ~ "  ( S t u f f l e b e a m ,  e t  a l , ;  1971,  p . . .40) . .  P r o g r a m  e v a l u a -  

t i on  is  m o r e  than  " c o s m e t i c  ca:: 2-;ac, " j u d g i n g  the  s u c c e s s  o r  f a i l u r e  

of  a p r o g r a m  on the  e n t h u s i a s m s  of  s t u d e n t s ,  p a r e n t s ,  and  t e a c h e r s .  

P r o g r a m  e v a l u a t i o n  d e m a n d s  t h a t  a c t i o n s  ( d e c i s i o n s )  be  b a s e d  on 

s y s t e m a t i c a l l y  c o l l e c t e d  and  a n a l y z e d  i n f o r m a t i o n  (da ta ) .  

S t u f f l e b e a m  (1969) c o n c e p t u a l i z e s  s u c h  a p l an  as  f o l l o w s :  

4 

E v a l u a t i o n  D e s i g n  

. . . . . . . .  : .......................................... A : -  F 0 c u s i n ~ .  the  E v a l u a t i o n  

. 

1. I d e n t i f y  t he  m a j o r  l e v e l ( s )  o f  d e c i s i o n  m a k i n g  to  
be s e r v e d ,  e o g . ,  l o c a l ,  s t a t e ,  o r  n a t i o n a l .  

Z. P r o j e c t  t he  d e c i s i o n  s i t u a t i o n s  to be s e r v e d  and  
d e s c r i b e  e a c h  one  in t e r m s  of  i t s  l o c u s ,  f o c u s ,  
c r i t i c a l i t y ,  t i m i n g ,  and  c o m p o s i t i o n  of  a l t e r -  
n a t i v e s  f o r  e a c h  l e v e l  of  d e c i s i o n  m a k i n g .  

3. De f i ne  c r i t e r i a  f o r  e a c h  d e c i s i o n  s i t u a t i o n  by  
s p e c i f y i n g  v a r i a b l e s  f o r  m e a s u r e m e n t  and  
s t a n d a r d s  f o r  u s e  in the  j u d g m e n t  of  a l t e r n a -  
t i v e s .  

De f i ne  p o l i c i e s  w i t h i n  w h i c h  the  e v a l u a t o r  m u s t  
o p e r a t e .  

B. 

Io 

2. 

3. 
4. 

Collection of Information 

Specify the source of the information to be 
collected. 
Specify the instruments and methods for 
collecting the needed information. 
Specify the sampling procedure to be employed. 
Specify the conditions and schedule for 

illformation collection. 

\ 
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C. O r g a n i z a t i o n  of I n f o r m a t i o n  

1. P r o v i d e  a f o r m a t  fo r  the  i n f o r m a t i o n  w h i c h  is  
to be c o l l e c t e d .  

2. D e s i g n a t e  a m e a n s  fo r  p e r f o r m i n g  the  a n a l y s i s .  

D. 

E. 

m. 

I. 

3. 

Analysis of Information 

I. Select the analytical procedures to be employed. 
2. Designate a means for p,,~rforming the analysis. 

R e p o r t i n g  of I n f o r m a t i o n  

1. Def ine  the  a u d i e n c e  f o r  the  e v a l u a t i o n  r e p o r t s .  
2. Spec i fy  m e a n s  fo r  p r o v i d i n g  i n f o r m a t i o n  to t he  

a u d i e n c e s .  
3. Spec i fy  the  f o r m a t  fo r  e v a l u a t i o n  r e p o r t s  a n d / o r  

r e p o r t i n g  s e s s i o n s .  
4. Schedu le  the  r e p o r t i n g  of i n f o r m a t i o n .  

A d m i n i s t r a t i o n  of the  E v a l u a t i o n  

S u m m a r i z e  the  e v a l u a t i o n  s c h e d u l e .  
Def ine  s t a f f  and  r e q u i r e m e n t s  am, d p lans  f o r  
m e e t i n g  t h e s e  r e q u i r e m e n t s .  
Spec i fy  m e a n s  fo r  m e e t i n g  p o l i c y  r e q u i r e l n e n t s  
fo r  conduc t  of  the  e v a l u a t i o n .  

4. Evaluate the potential of the evaluation design 
for providing information which is valid, 
reliable, credible, timely, and pervasive. 

5. Specify and schedule means for periodic 
updating of the evaluation design. 

6. Provide a budget for the total evaluation 
program. 

( R e p r i n t e d  f r o m  a p a p e r  d e l i v e r e d  by Dan i e l  S t u f f l e b e a m e  
" E v a l u a t i o n  as  E n l i g h t e n r n e n t  f o r  D e c i s i o n  Mak ing ,  " a t  
S a r a s o t a ,  F l o r i d a :  A s s o c i a t i o n  f o r  S u p e r v i s i o n  and  
Curricu~.um Development, January 19, 1969, p. 48. ) 
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P e r f o r m a n c e  A p p r a i s a l  of P e r s o n n e l  

One of  the r e c u r r i n g  i s s u e s  in the p e r f o r m a n c e  a p p r a i s a l  of 

p e r s o n r i e l  it, to w h o m ,  and in w h a t  c h a i n  Of c o m m a n d ,  a r e  t h e y  

r e s p o n s i b l e .  T r a d i t i o n a l l y ,  p e r s o n n e l  a r e  h i r e d  t h r o u g h  an  i n s t i t u -  

t i on  o r  r e g i o n a l  o r  s t a t e  a d m i n i s t r a t i v e  s t r u c t u r e .  They  a r e  t h e n  

a s s i g n e d  to an i n s t i t u t i o n .  The  " w h o "  t h e y  a r e  r e s p o n s i b l e  to 

u s u a l l y  is  an  odd a r r a n g e m e n t  and  g e n e r a l l y  is  an  u n w r i t t e n  r u l e .  

T e c h n i c a l l y ,  in t e r m s  of c o m p e t e n c i e s ,  t h e y  a r e  e v a l u a t e d  by d e p a r t -  

m e n t a l  s u p e r v i s o r s .  H o w e v e r ,  t h e i r  s u r v i v a l  u s u a l l y  r e s t s  on pub l ic  

r e l a t i o n  s k i l l s . - - T h e  w o r d  " s u r v i v a l "  is  e m p h a s i z e d  b e c a u s e  m o s t  

e m p l o y e e s  a r e  e v a l u a t e d  in t e r m s  of  t h e i r  r e l a t i o n s h i p s  wi th  o t h e r  

s t a f f ,  c o m m u n i t y ,  and  f i n a l l y  the  you th  r a t h e r  t h a n  on the  b a s i s  of  

the  sk i l l s  ( c o m p e t e n c i e s )  t h e y  p o s s e s s .  .This is  a sad  c o m m e n t a r y ,  

bu t  a t r u e  one .  

The  u n r e s o l v e d  q u e s t i o n  is the  i d e n t i t y  o f  "how and w h o "  

a m o n g  the s u p e r v i s o r y  and  d e p a r t m e n t a l  p e r s o n n e l  the  p e r s o n n e l  

e v a l u a t i o n  wi l l  be a c c o m p l i s h e d .  M o r e  i m p o r t a n t  is  a d e t e r m i n a t i o n  

of  the  e x p e c t a t i o n s  of e a c h  of t h e s e  peop le  f o r  a g i v e n  e m p l o y e e  ,:, 

w o r k i n g  in a g iven  c a p a c i t y .  

F o l l o w i n g  a r e  s o m e  g u i d e l i n e s  which  R e d f e r n  {1963) has .  

s u g g e s t e d  for  p r i n c i p a l s  to u s e  w i th  t e a c h e r s ,  and  they  a r e  a p p l i c a b l e  

to s u p e r v i s o r s  invo lved  in p e r s o n n e l  a p p r a i s a l  generall.~/:  
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Z. 

Avoid  the " b o s s  c o m p l e x . "  Help  the t e a c h e r  f e e l  
that the p r i n c i p a l  d o e s n ' t  c o n s i d e r  h i m s e l f  
f o r e m o s t  as  a m e m b e r  of  the " a d m i n i s t r a t i v e  
h ierarchy' .  " 

Clar i fy  the r o l e  of  the  p r i n c i p a l  and t e a c h e r  in t h e  
eva lua t ion  s e t t i n g .  

. Seek to e s t a b l i s h  that both *_he t e a c h e r  and the 
p r i n c i p a l  shou ld  be  p r i m a r i l y  c o n c e r n e d  w i t h  the 
e d u c a t i o n a l  w e l f a r e  of  the pupi l s  r a t he r  than t h e i r  
own s e l f - i n t e r e s t .  

. Be conscious that the evaluator's (principal) per- 
sonality as well as that of the evaluatee (teacher)-- 

good or bad--will have an influence upon 

achievable resultsin the conference. 

5. Str ive  for  uni ty  in l e a d e r s h i p  e f f o r t  and a c t i o n  
among  al l  a d m i n i s t r a t o r s  in the bu i ld ing .  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  6 2  . . . .  Be w iiling to  l e t  the t e a c h e r  e x p r e s s  hi"~ f e e l i n g s  
in the c o n f e r e n c e  w i t h o u t  r i s k  of  c e n s u r e  or  
r e p r i s a l  e v e n  i f  they  m a y  be m a r k e d l y  d i f f e r e n t  
f r o m  t h o s e  of  the e v a l u a t o r .  

7.  P r o v i d e  for  p r i v a c y .  " ~  
x .  x 

8. Safeguard  the c o n f i d e n t i a l  na ture  of  any m a w r  
requ ir ing  it .  • . 

9. Avoid  ask ing  for  o p i n i o n s  on the spot;  a l l o w  t i m e  "x 
for  c o n s i d e r a t i o n .  ~ .  

10.  S tr ive  for  a c l i m a t e  o f  m u t u a l  r e s p e c t .  

11.  Be p r e p a r e d  to take  as  w e l l  as  to g i v e .  

lZ.  Be h o n e s t l y  c o m m i t t e d  to the c o n c e p t  that t e a c h e r ,  
principal, and supervisor are members of a team 
working for the best interests of a good educational 

program. 

13. Take the i n i t i a t i v e  in e n c o u r a g i n g  the t e a c h e r  to 
make constructive criticisms. 
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14. 

15. 

16. 

17. 

18. 

P r o v i d e  the  o p p o r t u n i t y  f o r  the  d i s c u s s i o n  of  
s c h o o l  p r o b l e m s .  

Invi te  s u g g e s t i o n s ;  w h e n  m a d e ,  t r y  to do 
s o m e t h i n g  a b o u t  t h e m .  

D o n ' t  g ive  the  t e a c h e r  the  b r u s h - o f f  when  
p r o b l e m s  a r e  p r e s e n t e d .  

T r y  to be  a w a r e  of  w h a t  the  t e a c h e r  is  d o i n g  in h i s  
c l a s s e s ;  b e  c o n v e r s a n t  w i th  g e n e r a l  d e v e l o p m e n t s  
in h i s  f i e ld  of  s p e c i a l i z a t i o n .  L e a v e  t h e  t e c h n i c a l  
a s p e c t s  to the  s u p e r v i s o r .  

Don ' t  taLk t oo  m u c h ;  d o n ' t  l e t  t he  t e a c h e r  t a l k  too  
l i t t l e .  ( R e d f e r n ,  1963,  pp.  4 5 - 4 6 ) .  

A S i m p l i s t i c  P r o g r a m  E v a l u a t i o n  P r o c e s s  

The  e v a l u a t i o n  p r o c e s s  p r e s e n t e d  in F i g u r e  4 a n d  d i s c u s s e d  

h e r e i n  (Algozz ine ,  A l p e r ,  and  SabatLno,  1975) c an  b e  v i e w e d  a s  a 

s i m p l i s t i c  m e a n s  of  u n d e r s t a n d i n g  w h a t  i s  h a p p e n i n g  in a g i v e n  

p r o g r a m .  It c o n t a i n s  t h r e e  m a j o r  s t a g e s :  the  p r e - s i t u a t i o n a l ,  the  

s i t u a t i o n a l ,  and the p o s t - s i t u a t i o n a l .  D u r i n g  the  f i r s t  s t a g e  

( p r e - s i t u a t i o n a l ) ,  the  g o a l s  and o b j e c t i v e s  of the  p r o g r a m  a r e  d e f i n e d .  

D u r i n g  the s i t u a t i o n a l  s t a g e ,  d a t a  a r e  c o l l e c t e d  w h i c h  a l l o w  

j u d g m e n t s  ( eva lua t ions}  to be  m a d e  (for  e x a m p l e ,  s t a t e m e n t s  a b o u t  

p a r t i c u l a r  b e h a v i o r a l  o b j e c t i v e s  w h i c h  d e m o n s t r a t e  a t t a i n m e n t  of  the  

d e s i r e d  goa ls} .  Th is  s t e p  is  e s s e n t i a l  i f  the  e v a l u a t i o n  is  to p r o v i d e  

a n y  i n f o r m a t i o n  r e g a r d i n g  o b j e c t i v e s ,  g o a l s ,  and t h e i r  a t t a i n m e n t .  

-568  
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D e f i n e  G o a l ( s )  and O b j e c t i v e s  

of the Program 

L 

._:. 

Data C o l l e c t i o n  B a s e d  on Goals  

• and Obj ectives : 

" V a l u a t i o n s "  m a d e  to d e t e r m i n e  

i f  o b j e c t i v e s  a r e  being m e t  

/ 

:termine which strategies were successful 

in meeting objectives and goals 

Which can be used again with the child? 

Which can be used with other children 

in other classroom programs? 

F 

E 

E 

D 

B 

A 

C 

K 

FIGURE 4 

Io 

IL  

P R E - S i T U A T I O N A L  

Definition of  Goals and 

Obj ectives 

SITUATIONAL 

Data Collection and 

Description 

I / L  POST-SITUATIONAL 
. . . . . . . . . . . . . . . . . . . .  _.- .......... • _ . . . -. 

Generalizations 

(Algozzine, Alper, and Sabatino, 1975) 



S u c h  i n f o r m a t i o n  m a y  be c o l l e c t e d  by q u e s t i o n n a i r e s ,  i n t e r v i e w s ,  

observations, etc. The information collected during th i s  stage must 

be d e s c r i p t i v e l y  p r e p a r e d  so  that  i t s  m e a n i n g  and u t i l i t y  w i l l  be  

a p p a r e n t .  This  i n v o l v e s  r e p r e s e n t i n g  g r a p h i c a l l y ,  or  o t h e r w i s e ,  the  

r e s u l t s  o f  the " v a l u a t i o n s "  and d e f i n e  the  n e x t  s t e p  of  the  m o d e l .  If 

t h e  g o a l s  are  not  be ing  m e t ,  the t e a c h e r  Can r e l a t e  th i s  i n f o r m a t i o n  

back  to the  f i r s t  s t a g e  and e i t h e r  new o b j e c t i v e s  can  be f o r m u l a t e d  or  

n e w  g o a l s  can  be a g r e e d  upon .  If, h o w e v e r ,  the g o a l s  a r e  b e i n g  m e t ,  

the  t e a c h e r  then p r o c e e d s  to the p o s t - s i t u a t i o n a l  s t a g e .  

The  p o s t - s i t u a t i o n a l  s t a g e  i n v o l v e s  d e t e r m i n i n g  w h i c h  p a r t s  of  

the  p r o g r a m  are  e f f e c t i v e  for  o b t a i n i n g  the  o b j e c t i v e s  and g o a l s .  The  

m a j o r  f u n c t i o n  of  th i s  s t a g e  i s  to e s t a b l i s h  the  r e l a t i o n s h i p  b e t w e e n  

the  p r o g r a m  g o a l s  and the s u c c e s s f u l  a c h i e v e m e n t  of  o b j e c t i v e s  

w h i c h  l ead  to t h e s e  g o a l s .  

To  s u m m a r i z e ,  the p r e - s i t u a t i o n a l  s t a g e  i n v o l v e s  d e f i n i n g  

the  g o a l s  and o b j e c t i v e s  of  the p r o g r a m  to be e v a l u a t e d .  :In the  s i t u s -  

t i o n a l  s t a g e ,  i n f o r m a t i o n  i s  c o l l e c t e d ,  d e s c r i b e d ,  and r e l a t e d  to the  

d e s i r e d  o b j e c t i v e s  and g o a l s .  In the p o s t - s i t u a t i o n a l  s t a g e ,  the  

. o b t a i n e d  i n f o r m a t i o n  is  c o m p a r e d  to that  w h i c h  i s  i n t e n d e d .  
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A P r a c t i c a l  E v a l u a t i o n  Desi,g_n_ 

The  fo l lowing  e x a m p l e  i l l u s t r a t e s  how the  p r o p o s e d  e v a l u a t i o n  

d e s i g n  m i g h t  be i m p l e m e n t e d  by a t e a c h e r  to  e v a l u a t e  a un i t  on w o r d  

r e c o g n i t i o n  sk i l l s  fo r  a d e l i n q u e n t  you th .  Whi le  we a r e  not  r e c o m -  

m e n d i n g  t h a t  a phon ics  a p p r o a c h  be u s e d  to t e a c h  w o r d  r e c o g n i t i o n  

skilDJ in a l l  s i t u a t i o n s ,  we m e r e l y  u s e  i t  h e r e  as  an i l l u s t r a t i v e  

e x a m p l e .  The  s t eps  w i th in  e a c h  s t a g e  a r e  no t  a l l - i n c l u s i v e  bu[  

r e p r e s e n t  s o m e  p o s s i b l e  c h o i c e s  in a s e q u e n c e d  f low of i n s t r u c t i o n a l  

activities. 

J 

The  p u r p o s e  of t h i s  s t age  is to c l e a r l y  s t a t e  t he  goa l s  and  o b j e c t i v e s °  

. . . .  G a t h e r  a s s e s s m e n t  i n f o r m a t i o n  of the  c h i l d  f r o m  o t h e r  

p e r s o n n e l  (for e x a m p l e ,  c h e c k  s c h o o l  r e c o r d s ,  t e s t  

r e s u l t s ,  o t h e r  t e a c h e r s '  r e p o r t s ,  e t c . ,  to g a t h e r  any  

i n f o r m a t i o n  which  m i g h t  p e r t a i n  to the  o v e r a l l  goa l ) .  

. . . .  A d m i n i s t e r  t e a c h e r - m a d e  i n f o r m a l  t e s t s  to d e t e r m i n e  

c h i l d ' s  l eve l  of f u n c t i o n i n g  ( r e s p o n s e  t o  p r e v i o u s  i n s t r u c -  

t ion) .  (For  e x a m p l e ,  the  •child c a n  r e c o g n i z e  l e t t e r  

c o m b i n a t i o n s ,  b u t  does  not  r e c o g n i z e  w o r d s . )  

. . . .  Spec i fy  b e h a v i o r s  in n e e d  of  r e m e d i a t i o n  ( r e c o g n i z i n g  

i n i t i a l  c o n s o n a n t  b l e n d s ,  fo r  e x a m p l e ) .  

I. P r e - S i ~ a t i o n a l  S t a g e  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
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. . . .  Spec i fy  i n s t r u c t i o n a l  s t r a t e g i e s  ( me t ho ds  and m a t e r i a l s )  to 

be  u s e d  in a c h i e v i n g  the b e h a v i o r a l  o b j e c t i v e s  (task 

a n a l y s i s ,  b e h a v i o r  m o d i f i c a t i o n  p r i n c i p l e s  to be u s e d ,  

types  of r e m e d i a l  m a t e r i a l s  to be u s e d } .  

. . . .  D e v e l o p  a h i e r a r c h y  of  s e q u e n t i a l  b e h a v i o r a l  o b j e c t i v e s  

: ~  b a s e d  o n t h e  above  i n f o r m a t i o n  r e g a r d i n g  the c h i l d ' s  

s t r e n g t h s  and w e a k n e s s e s .  (For  e x a m p l e ,  the ch i ld  w i l l  

r e c o g n i z e  that th, sh,  and c_hh r e p r e s e n t  d i f f e r e n t  s o u n d s  

and w i l l  then be ab le  to i de n t i f y  t h e s e  sounds  o r a l l y  f r o m  

a s e r i e s  of  w o r d s  (i. e . ,  shoe , •  c h o o s e ,  th ick ,  e t c .  ). At 

this  point  the t e a c h e r  • w i l l  have  de f ined  h e r  g o a l ( s )  

w i th in  an i n s t r u c t i o n a l  a r e a  and s p e c i f i e d  a s e q u e n c e  o f  I 

I b e h a v i o r a l  o b j e c t i v e s  w h i c h  should  l ead  the ch i ld  t o w a r d  

the m a s t e r y  of the m a j o r  a i m s  of  h e r  i n s t r u c t i o n a l  

p r o g r a m .  

H. S i tuat ional  Stage 

The  p u r p o s e  o f  this s tage  i s  to c o l l e c t  and d e s c r i b e  data b a s e d  on the 

g o a l s  and o b j e c t i v e s  de f ined  in Stage  1. 

. . . .  A d m i n i s t e r  t e a c h e r - m a d e ,  c r i t e r i o n - r e f e r e n c e d  t e s t s  to 

d e t e r m i n e  if  the ch i ld  has  m a s t e r e d  the b e h a v i o r a l  

o b j e c t i v e s  being taught c u r r e n t l y .  F o r  e x a m p l e ,  the 

t e a c h e r  p r e s e n t s  a l i s t  of  w o r d s .  The ch i ld  has  to o r a l l y  

ident i fy  al l  the s h w o r d s  wi th  80°~o a c c u r a c y .  
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. . . .  Gather  i n f o r m a t i o n  f r o m  the ch i ld ,  h is  p a r e n t s ,  o ther  

t e a c h e r s ,  e tc .  Th i s  cou ld  be  a~ i~ud ina l  i n f o r m a t i o n  on 

s t u d y  h a b i t s  a t  h o m e ,  e t c .  

. . . .  If n e c e s s a r y ,  c o n s u l t  w i t h  o t h e r s ,  e . g . ,  r e s o u r c e  t e a c h e r ,  

s u p e r v i s o r ,  s c h o o l  p s y c h o l o g i s t .  S e l f - d e t e r m i n a t i o n  of  

the  c l a s s r o o m  c l i m a t e  ( c h i l d - t e a c h e r - c u r r i c u l u m  

i n t e r a c t i o n )  m a y  be  h e l p f u l  a t  t h i s  po in t .  

. . . .  F e e d b a c k  th i s  i n f o r m a t i o n  to t he  o r i g i n a l  o b j e c t i v e s  in  o r d e r  

/ 

.,'. 

/ 

to  d e t e r m i n e  the  s t u d e n t ' s  p e r f o r m a n c e  in i n t e r a c t i n g  

wi th  the  c u r r i c u l u m  a c c o r d i n g  to the  s t a n d a r d s  s p e c i f i e d .  

I l L  P o s t - S i t u a t i o n a l  S i a g e  

T h e  p u r p o s e  of  t h i s  s t a g e  is  to  m a k e  c o m p a r i s o n s ,  p r e d i c t i o n s ,  and 

g e n e r e l i z a t i o n s  b a s e d  on the  d a t a  o b t a i n e d  in t he  s i t u a t i o n a l  s t a g e  as  

i t  r e l a t e s  to a c h i e v i n g  the d e s i r e d  g o a l s .  

. . . .  A d m i n i s t e r  c r i t e r i o n - r ~ f e r e n c e d  t e s t s  to  de te rmi - f fe  w h e r e  

the  cb.ild is  f u n c t i o n i n g  now in r e l a t i o n  to  the  h i e r a r c h y  

of  b e h a v i o r a l  o b j e c t i v e s .  How do h i s  s t r e n g t h s  a n d  

w e a k n e s s e s  c h a n g e  as  r e m e d i a t i o n  is  a p p l i e d  ? and  

w h a t  new goa l s  and  b e h a v i o r a l  o b j e c t i v e s  s e e m  

a p p r o p r i a t e  ? ( F o r  e x a m p l e ,  the  ch i l d  c an  now d i s c r i m -  

inate between sh and ch sounds within words but cannot 

generalize this skill to reading orally words that contain 

the sh and ch blends. ) 
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• - - - - D e t e r m i n e  wh ich  i n s t r u c t i o n a l  s t r a t e g i e s  w e r e  s u c c e s s f u l  

w i th  the" ch i l d  and w h i c h  w e r e  no t .  Which  o n e s ,  t o t a l l y  

o r  in p a r t ,  can  be u s e d  a g a i n  w i th  h i m  as  h e  i n i t i a t e s  

w o r k  on n e w g o a l s  and o b j e c t i v e s ?  ( F o r  e x a m p l e ,  t he  

ch i l d  l i k e s  to ~ r k  in s m a l l  g r o u p s  o r  w i th  one  o t h e r  

ch i l d  and ha s  m o r e  s u c c e s s  h e r e  t h a n  w h e n  he  is  l e f t  to 

w o r k  by  h i m s e l f .  ) 

. . . .  Which  t e c h n i q u e s  m i g h t  be s u c c e s s f u l  f o r  u s e  wi th  o t h e r  

c h i l d r e n  in the  c l a s s  (the t e a c h e r  d e c i d e s  t h a t  t a s k  

a n a l y s i s ,  f o r  e x a m p l e ,  c an  be  u s e d  in m a n y  o t h e r  

i n s t r u c t i o n a l  a r e a s ) .  

The  a n s w e r s  to t h e s e  q u e s t i o n s  p r o v i d e  the  c l a s s r o o m  t e a c h e r  

w i t h  e v a l u a t i v e  i n f o r m a t i o n  a b o u t  h e r  l : r o g r a m .  T h e y  t e l l  h e r  w h i c h  

a s p e c t s  of h e r  t e a c h i n g  p l an  w e r e  e f f e c t i v e ,  and  t h e y  a l l ow  h e r  to  k e e p  

r e c o r d s  of  the  c h i l d ' s  p r o g r e s s .  

F i g u r e  5 is an e x a m p l e  of  an  e v a l u a t i o n  w o r k s h e e t  w h i c h  m a y  

b e  u s e d  by  the  t e a c h e r  in o r d e r  to c a r r y  ou t  t he  i n s t r u c t i o n a l  

o b j e c t i v e s  p r o p o s e d .  

,C ~ ,.~ 
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F I G U R E  5 

E v a l u a t i o n  W o r k s h e e t  

L P r e - S i t u a t i o n a l  I n f o r m a t i o n  

- -  W h a t  do y o u  w a n t  t h e  c h i l d  to  l e a r n ?  (goa l  o r  o b j e c t i v e )  

- -  W h a t  d o e s  the  c h i l d  do n o w  w i t h  r e g a r d  to w h a t  h e  i s  to  l e a r n ?  

- -  W h a t  s h o u l d  y o u  do to  t e a c h  o r  e n a b l e  h i s  l e a r n i n g  t he  s t a t e d  
g o a l  o r  o b j e c t i v e ?  

I I .  S i t u a t i o n  I n f o r m a t i o n  

- -  W h a t  is  t he  e f f e c t  o f  t e a c h i n g  on  t h e  s t a t e d  g o a l  o r  o b j e c t i v e  
(as d e t e r m i n e d  by  t he  c h i l d ' s  p e r f o r m a n c e ) ?  

- -  A r e  m o d i f i c a t i o n s  n e c e s s a r y  a t  t h i s  p o i n t ?  

Y e s .  Is  the  s t r a t e g y  a p p r o p r i a t e ?  Is  y o u r  a s s e s s -  
m e n t  o f  t he  c h i l d ' s  s k i l l s  a p p r o p r i a t e ?  A r e  y o u r  
g o a l s  a n d  o b j e c t i v e s  a p p r o p r i a t e ?  

No.  Go to  t he  n e x t  s t a g e .  

HI .  P o s t - S i t u a t i o n a l  I n f o r m a t i o n  

- -  W h a t  w a s  the  r e a s o n  f o r  t he  s u c c e s s ?  

- -  W h i c h  s t r a t e g i e s  w e r e  m o s t  s u c c e s s f u l  w i t h  t he  c h i l d ?  

, p ,  

- -  C a n  t h i s  be  g e n e r a l i z e d ?  

- -  W h i c h  s t r a t e g i e s  c a n  be  u s e d  a g a i n  w i t h  the  s a m e  c h i ) d  o r  w i t h  
o t h e r  c h i l d r e n  to  t e a c h  o t h e r  s k i l l s ?  

_ : _ 5  : : _ _ - . . i  

( A l g o z z i n e ,  A l p e r ,  a n d  S a b a t i n o ,  1975)  

5 7 5 0 ~  
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The Institutional Administrator 

P u l l i a m  (1965) ha s  d e s c r i b e d  t he  i n s t i t u t i o n a l  a d m i n i s t r a t o r ,  

h i s  r o l e ,  and h i s  f u n c t i o n  "in e x a c t i n g  t e r m s .  He  w r i t e s :  

" T h e  c h i e f  a d m i n i s t r a t i v e  o f f i c e r  o r  s u p e r i n t e n -  
d e n t  shou l d  be a p e r s o n  wi th  a s u c c e s s f u l  e x p e r i e n c e  in 
w o r k  wi th  c h i l d r e n .  P r e f e r a b l y ,  h e  s h o u l d  h a v e  a 
M a s t e r ' s  d e g r e e  in  one  of  the  s o c i a l  s c i e n c e s  and s o m e  
e x p e r i e n c e  in  a s u p e r v i s o r y - a d m i n i s t r a t i v e  c a p a c i t y  in 
a t r a i n i n g  s c h o o l .  T h i s  d o e s  no t  e l i m i n a t e  t he  p e r s o n  
wi th  m o r e  e x p e r i e n c e  o r  u n u s u a l  i n t e r e s t ,  who  ha s  l e s s  
f o r m a l  e d u c a t i o n .  It  d o e s  e l i m i n a t e ,  h o w e v e r ,  the  
p o l i t / c a l  a p p o i n t e e  who  in a p p o i n t e d  s u p e r i n t e n d e n t  f o r  
s u p p o r t i n g  the  r i g h t  m a n  o r  p a r t y .  T h e  l e s s - e d u c a t e d  
ada~ninis~rator  wi l l  g e n e r a l l y  n e e d  a s t r o n g e r  d e p a r t m e n t  
and  d i v i s i o n  s t a f f  of  w e l l - e d u c a t e d  and  w e l l - t r a i n e d  
p e r s o n s  and w i l i a l s o  n e e d  to  be  m o r e  w i l l i n g  to  
d e l e g a t e  r e s p o n s i b i l i t y  in s p e c i a l i z e d  a r e a s .  

M o r e  s u p e r i n t e n d e n t s  a r e  b e c o m i n g  ' f r o n t  m e n '  
f o r  t h e i r  i n s t i t u t i o n s ,  d e v o t i n g  m o r e  t i m e  to d e a l i n g  
w i t h  m a t t e r s  f r o m  o u t s i d e  the  i n s t i t u t i o n ,  s u c h  as  the  
parent agency, legislature, community leaders, 
newspapers, radio, television, and general public 
relations. V/hen the superintendent takes the outside 
pressures off the clin.~.cal and business staff, these 
specialized employee~, are able to devote their full time 
and effort to matters more directly related to the 
children and the internal programs and problems of the 
institution. The superintendent actively participates in 
policy making decisions and chairs selected committees, 
leaving routine decisions and day-to-day operations to 
department heads and division chiefs." 

(Pulliam, 1965, p. 15) 

T h i s  c h a p t e r  ha s  s p e n t  a g r e a t  n u m b e r  of  w o r d s  a t t e m p t i n g  to  

d e s c r i b e  the  r o l e  and f u n c t i o n  of an a d m i n i s t r a t o r ,  w o r k i n g  w i th  

i n s t i t u t i o n a l  p r o g r a m s  fo r  c h r o n i c a l l y  d i s r u p t i v e  you th .  T h e  n a t u r e  

o f  the  c h a p t e r  was  a " s t a t e  of  the  a r t "  r e v i e w .  In th i s  c h a p t e r ,  

\ 
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historical facts and facets were discussed, as w e r e  the topics of 

d e c i s i o n  making,  planned c h a n g e ,  type of o r g a n i z a t i o n a l  m o d e l s ,  

systems analysis, evaluations processes, and the features of 

p r o g r a m  accountab i l i ty .  It is obvious  t h a t  a ma in  i n g r e d i e n t  is 

m i s s i n g .  Namely ,  i n f o r m a t i o n  about  the a d m i n i s t r a t o r - - t h e  p e r s o n - -  
A' " 

. that m a n  Or woman  who a s s u m e s  the r e s p o n s i b i l i t y  for  admin i ' s t e r ing  

an ins t i tu t ion .  

Campbel l  , C0rbal ly ,  R a m s e y e r  (1966) in d i s c u s s i n g  the 

f a c t o r s  affect ing a d m i n i s t r a t i v e  behav io r  h a v e  sa id  " . . .  b ehav io r  is 

d e p e n d e n t  upon the i n t e r a c t i o n  of the condi t ions  wi th in  the p e r s o n  and 

those which surround him." In essence, the man cannot be 

u n d e r s t o o d  without u n d e r s t a n d i n g  the job s i tua t ion ,  and the job situa- 

t ion  wil l  •reflect t he  d imens ions  which c h a r a c t e r i z e  the man .  

Swei tze r  (1958)has  d e s c r i b e d  five g e n e r a l  r e s p o n s i b i l i t y  

patterns. These are: 

. 

. 

Author i ty -  C e n t e r e d .  
The a u t h o r i t y - c e n t e r e d  a d m i n i s t r a t o r  sees his 

p r i m a r y  r e s p o n s i b i l i t y  as ach iev ing  purpose.* 
through c l a r i fy ing  and c a r r y i n g  out the  off ic ia l  
policy adopted by the school  board .  

I n n e r - D i r e c t e d .  
The i n n e r - d i r e c t e d  a d m i n i s t r a t o r  c o n c e i v e s  his  

p r i m a r y  r e s p o n s i b i l i t y  to be modi fy ing ,  improv ing ,  
and i n t e r p r e t i ng  pol icy  and p r o c e e d i n g  along l ines  he 
thinks will bes t  m e e t  the educa t iona l  needs  of the 
community. 

. Work- Group-  O r i e n t e d .  
The w o r k - g r o u p - o r i e n t e d  a d m i n i s t r a t o r  Cons iders  

his p r i m a r y  r e s p o n s i b i l i t y  to be fac i l i t a t ing  the 
coopera t ive  d e v e l o p m e n t  of group s t a n d a r d s  and 
p r o c e d u r e s  that  tend to m e e t  ident i f ied  locg,1 n e e d s .  
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4. I n d i v i d u a l - C e n t e r e d .  
The i n d i v i d u a l - c e n t e r e d  a d m i n i s t r a t o r  c o n c e i v e s  

h i s  p r i m a r y  r e s p o n s i b i l i t y  to b e  enab l i ng  i n d i v i d u a l s  
and g roups  to c a r r y  out  t h e i r  t a s k s ,  l a r g e l y  s e l f -  
appo in ted  and s e l f - d e f i n e d ,  w i th  as  l i t t l e  i n t e r -  
f e r e n c e  as p o s s i b l e .  

5. O t h e r - D i r e c t e d .  
The  o t h e r - d i r e c t e d  a d m i n i s t r a t o r  c o n c e i v e s  h i s  

p r i m a r y  r e s p o n s i b i l i t y  to be knowing  as  b e s t  he  c a n  
the  w i s h e s  of the  peop l e  s e r v e d ,  a n d  s e e i n g  to i t  
t ha t  the goa l s  and  p r o c e d u r e s  f e l t  to be m o s t  w o r t h -  
wh i l e  a r e  o f f i c i a l l y  a d o p t e d  and  t h e n  a c h i e v e d .  

(Swe i t ze r •  195E, p .  298) 

P a l l o n e ,  R i c k a r d ,  and  H u r l e y  (!970} h a v e  r e v i e w e d  job  sar is- .  

f a c t i o n  s t u d i e s  up un t i l  1967. T h e y  found  a g r e a t  d e a l  of s u p p o r t  f o r  

the  t w o - f a c t o r  t h e o r y  developecl  by  H e r z b e r g ,  h 4 a u s n e r ,  and  

S ) m d e r m a n  (1959). The d i f f e r e n c e  in m o s t  t r a d i t i o n a l  t h e o r i e s  on job  

s a t i s f a c t i o n  and the t w o - f a c t o r  t h e o r y  is  t h a t  job  s a t i s f a c t i o n  h a s  o\o h i s t o r i c a l l y  been  s i d e r e d  as  a l i n e a r  c o n t i n u u m  wi th  the p o l e s  

be ing  s a t i s f a c t i o n  a/~d d i s s a t i s f a c t i o n .  H e r z b e r g ,  e t  aI .  • (1959) 

! 

h a v e  p o s i t e d  t ha t  job s a t i s f a c t i o n  c a n n o t  be d e a l t  w i th  as  d e g r e e s  of  

j o b  s a t i s f a c t i o n  or  d i s s a t i s f a c t i o n .  T h e r e  is• a f t e r  al l•  a d e g r e e  of  

s a t i s f a c t i o n  o r  d i s s a t i s f a c t i o n  f o r  any  j o b .  T h e r e  a r e  s a t i s f i e r s •  

e .  g. • a c h i e v e m e n t •  r e c o g n i t i o n ,  e t c .  • and  d i s s a t i s f i e r s .  S a t i s f i e r s  

a r e  i n t r i n s i c  to the job conten t •  and  d i s s a t i s f i e r s  a r e  e x t r i n s i c .  

P a l l o n e •  K icka rd •  and H u r l e y  (1970) s u m m a r i z e  t h e i r  f i nd ings  in 

t h r e e  po in t ed  s t a t e m e n t s .  

I.° T h e r e  is i n s u f f i c i e n t  e v i d e n c e  to s u p p o r t  the  two-  
f a c t o r  t h e o r y  tha t  j ob  s a t i s f a c t i o n  is g e n e r a t e d  by 
one ~et of v a r i a b l e s °  and  d i s s a t i s f a c t i o n  by 
another. 
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. • The  r e l a t i o n s h i p  b e t w e e n  job  s a t i s f a c t i o n  and 
p s y c h o l o g i c a l  and s o c i a I  n e e d s  is p o o r l y  u n d e r s t o o d .  
Some ind iv idua l s  s a t i s f y  m a n y  p e r s o n a l  and  s o c i a l  
n e e d s  t h rough  w o r k ;  o t h e r s  do no t .  

. They. do not  s u p p o r t  the  w i d e l y  h e l d  o p e r a t i o n a l  
b e l i e f  t ha t  job d i s s a t i s f a c t i o n  l e a d s  to job o r  
c a r e e r  change .  

T h e s e  f i n d i n g s  m a k e  c o n s i d e r a b l e  s e n s e  in l i gh t  of  H e n r J c h s  (1968} 

r e v i e w .  He b e l i e v e s  t h a t a l l  " job  s a t i s f a c t i o n "  r e s e a r c h  has  b e e n  

c o n f r o n t e d  by one s e r i o u s  p r o b l e m .  The  p r o b l e m  i s  ~inding a s u i t a b l e  

d e f i n i t i o n  of  j ob  s a t i 2 f a c t i o n .  . Job  s a t i s f a c t i o n  i s  such  a ' l~road,  g loba l  

t e r m ,  t h a t  it  m u s t  not  be r e s t r i c t e d  to a s p e c i f i c  t a s k .  He w r i ~ s :  

'% . . j ob  s a t i s f a c t i o n  a s  a g e n e r a l  c o n s t r u c t  
r o u g h l y  ana logous  to the  o f t en  u s e d  but  e s s e n t i a l l y  
u n d e f i n e d  concep t  of ' m o r a l e . '  A l t h o u g h  the  d i f f i c u l t i e s  
w i th  the  concep t  of  m o r a l e  w e r e  w e l l  o u t l i n e d  by Guion 
(1958), and a s  m a n y  as  e igh t  o r  n ine  d i f f e r e n t  d e f i n i t i o n s  
w e r e  p r e s e n t e d ,  the f l a v o r  of s o m e  c o m p l e x  of job  a t t i -  
t~des  re f lec tLug o v e r a l l  f a v o r a b l e  o r  u n f a v o r a b l e  
' m o r a l e '  f inds  i ts  way  in to  m u c h  c u r r e n t - d a y  r e s e a r c h . "  

( H e n r i c h s ,  1968, p. 479) 

V r o o m  (1964) c o n c l u d e s  : 

a} T h e r e  is a c o n s i s t e n t  n e g a t i v e  r e l a t i o n s h i p  b e t w e e n  
o v e r a l l  s a t i s f a c t i o n  and t u r n o v e r ,  t hough  the  c o r r e -  
l a t i on  in the s t u d i e s  he  c i t e s  a r e  s m a l l .  

b) T h e r e  is an i n d i c a t i o n  t h a t  a b s e n c e s  and o v e r a l l  
s a t i s f a c t i o n  a r e  n e g a t i v e l y  c o r r e l a t e d ,  t hough  on ly  
to a m o d e r a t e  d e g r e e .  

c~ T h e r e  is no s i m p l e  r e l a t i o n s h i p  b e t w e e n  o v e r a l l  job  
s a t i s f a c t i o n  and job  p e r f o r m a n c e .  

D e s p i t e  e x t e n s i v e  u se  of the c o n c e p t  of o v e r a l l  job  s a t i s f a c t i o n ,  i t  

w o u l d  s e e m  tha t  the c o n s t r u c t  h a s  p r o v i d e d  on ly  a m i n i m u m  d e g r e e  of 
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precision in understanding the :basis for various organization 

behaviors. (p. 185). 

V r o o m  (1964) c i tes  a l i s t  of  f a c t o r i a l  s t u d i e s  which have  

ident i f i ed  such  [var iab l e s ]  as  a t t i tudes  toward  the c o m p a n y  in genera l ,  

p r o m o t i o n a l  opportuni t i e s ,  s p e c i f i c  job  content ,  s u p e r v i s i o n ,  c o m p e n -  

S a t i 0 n f  working  condi t ions ,  and c o - w o r k e r s .  P r o b a b l y  the m o s t  

c a r e f u l l y  c o n c e i v e d  fac tor ia l  r e s e a r c h  in job a t t i tudes  (Kendall~ et a l . ,  

1 9 6 3 ) ,  u t i l i z ing  the Job D e s c r i p t i o n  Index s c a l e ,  g e n e r a t e d  f ive  

d i s t i n c t  f a c t o r s .  T h e y  w e r e :  p r o m o t i o n a l  o p p o r t u n i t i e s ,  job content ,  

s u p e r v i s i o n ,  c o m p e n s a t i o n ,  and c o - w o r k e r s .  S e d l a c e k  (1966) 

c o n c l u d e s  f r o m  his  e x t e n s i v e  r e s e a r c h  that four f a c t o r s - - i n t r i n s i : c ,  

s u p e r v i s o r ,  s o c i a l  s e r v i c e ,  and f inanc ia l  a d v a n c e m e n t - - e m p i r i c a l l y  

a c c o u n t  for m o s t  of  the c o m m o n  v a r i a n c e  in job  a t t i tudes .  

A g e n e r a l  concept  of  m o r a l e  is  f requent ly  [ d e m o n s t r a t e d ]  by 

f a c t o r i a l  s tud ie s ,  a n d i t  is not  u n c o m m o n  to obtain  a g e n e r a l  fac tor  of 

o v e r a l l  [job] s a t i s f a c t i o n  c h a r a c t e r i z e d  by s i g n i f i c a n t  f a c t o r i a l  

l o a d i n g s  for  m o s t  var iab le s  in any job s a t i s f a c t i o n  data m a t r i x .  

Dabas  (1958) c l a i m s  that a g e n e r a l  fac tor  e x i s t s  in m o 6 t  m o r a l e  

s u r v e y s ,  reminding  one of  the c l a s s i c a l  d i s c u s s i o n s  about  the e x i s -  

tence, or lack of existence, o£ a g-factor in mental ability. 

Similarly, global measures of morale or job satisfaction 

have  up unti l  now not been u s e f u l  r e s e a r c h  t o o l s .  T h e s e  f a c t o r s  do 

p lay  a r o l e  as  broad ind ices .  There  is  an ev ident  need  £er r e s e a r c h  

focusi l~g nn the components  of job at t i tudes  rather  than attempting to 
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utilize a global Concept of general job satisfaction in trying to 

u n d e r s t a n d  the d y n a m i c s  of  o r g a n i z a t i o n a  ! b e h a v i o r .  

An a n a l o g y  wi th in  ~.he a r e a  of  i n t e l l e c t u a l  a b i l i t y  w o u l d  s e e m  

to b e  a p p r o p r i a t e  fo r  r e s e a r c h  d e a l i n g  w i th  i n d u s t r i a l  j o b  s a t i s f a c t i o n .  

w h i l e  e a r l y  e f f o r t s  f o c u s e d  on the  i d e n t i f i c a t i o n  and m e a s u r e m e n t  of 

g e n e r a l  i n t e l I i gence£  m o r e  r e c e n t  s t u d i e s  h a v e  c o n c e n t r a t e d  on the  

i d e n t i f i c a t i o n  of  s p e c i f i c  a b i l i t y  f a c t o r s  w h i c h  m u s t  be  u n d e r s t o o d  in 

developing a comprehensive psychology of individual differences. 

G l o b a l  m e a s u r e s  of m e n t a l  a b i l i t y  h a v e  no t  b e e n  a s  u s e f u l  a s  

d i f f e r e n t i a l  m e a s u r e s  in the  u n d e r s t a n d i n g  o f  h u m a n  b e h a v i o r .  

Gruenfeld and Weissenberg (I 970) have hypothesized that 

analytical and glob~l perceivers would differ significantly among 

i n t r i n s i c  and  e x t r i n s i c  s o u r c e ~  of  j o b  s a t i s f a c t i o n .  The  r e s u l t s  s h o w e d  

that for global perceivers, in intrinsic and extr~.usic satisfactions 

correlated substantially with each other, and with overall job satis- 

f a c t i o n ,  w h i l e  fo r  a n a l y t i c a l  p e r c e i v e r s  i n t r i n s i c  and e x t r i n s i c  s a r i s -  

f a c t i o n s  w e r e  i n d e p e n d e n t  at.d, a s  e x p e c t e d ,  o n l y  i n t r i n s i c  s a t i s f a c t i o n  

c o r r e l a t e d  wi th  o v e r a l l  j o b  s a t i s f a c t i o n .  

Th i s  s t udy  c o n c l u d e s  tha t  a c o n s i d e r a ~ . ~ n  of  i n d i v i d u a l  

d i f f e r e n c e s  m a y  c l a r i f y  s o m e  of  the  c o n f u s i o n  s u r r o u n d i n g  the  s t u d y  o f  

j o b  s a t i s f a c t i o n ,  p a r t i c u l a r l y  a s  d e f i n e d  b y  the  t~vo - f ac to r  t h e o r y  of 

H e r z b e r g ,  M a u s n e r ,  and S y ~ d e r m a n  (1959).  B y  e x a m i n i n g  two g r o u p s  

which differed in cognitive style, he demonstrated that these differ- 

e n c e s  a f f e c t e d  p e r c e p t i o n s  of  p o t e n t i a l  r e w a r d s  of  the  o r g a n i z a t i o n .  
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T h i s  s tudy a lso  d e m o n s t r a t e d  w h y  i t  was p o s s i b l e  tha t  some 

s t u d i e s  a t t e m p t i n g  to tes t  the t ~ o - f a c t o r  t h e o r y  r e p o r t  tha t  e x t r i n s i c  

r e w a r d s  w e r e  r e l a t e d  to o v e r a l l  s a t i s f a c t i o n ,  and some i n t r i n s i c  

rewards were related to dissatisfaction, depending upon the subjects 

sample being assessed. 

McCormick' Jeanncret, and /VLecham (197Z) have found that 

,,job analysis resulted in the identification of reasonably meaningful 

job dimensions of human behaviors (and), . . . based on similar 

behaviors should have implications in terms of common aptitude 

requirements and corresponding rates of pay." (p. 346). The results 

indicate that aptitude requirements and rates of pay can be predicted 

reasonably well from such quantified job-analysis data, thus 

suggesting that conventional test-validation and job-evaluation proce- 

dures might sometimes be eliminated. 

The authors conclude that: 

I. The results lend further support to the thesis that it 
is possible ~o analyze human work in terms of 
meaningful ',units" or jO b elements of a worker- 
oriented nature, and that this analysis can be 
c a r r i e d  • out  wi th  a c c e p t a b ! e  r e l i a b i l i t y .  

Z. F u r t h e r ,  t h e r e  is  e v i d e n c e  t h a t  s u c h  j o b  e l e m e n t s  
t end  to f o r m  r e a s o n a b l y  s t a b l e  j o b  d i m e n s i o n s  t h a t  
c h a r a c t e r i z e  the  " s t r u c t u r e "  of  h u m a n  w o r k .  

3. In add i t i on ,  r a t i n g s  of  the  " r e q u i r e m e n t s  'j o f  s u c h  
j o b  e l e m e n t s  in t e r m s  of  v a r i o u s  h u m a n  • a t t r i b u t e s  
c a n  be m a d e  by  p s y c h o l o g i s t s  wi th  s u b s t a n t i a l  r e l i -  
a b i l i t y ,  when  p o o l i n g  the  r a t i n g s  of  s e v e r a l  r a t e r s .  



4. The resu l t ing  a t t r i bu te  " p r o f i l e s "  of j ob  e l e m e n t s  
( e x p r e s s e d  as m e d i a n s  • of the s e v e r a l  r a t i ngs  of 

i n d i v i d u a l  a t t r i bu t e s )  a l so  tend• to  f o r m  r e a s o n a b l y  
s t ab le  job  d i m e n s i o n s ,  

• (McCormick ,  J e a n n e r e t ,  and M e c h a m ,  1972, p. 3 4 7 )  

H e r z b e r g ' s  (1959) t w o - f a c t o r  j o b  s ~ t i s f a c t i o n  t h e o r y  was  the 

f i r s t  s ign i f i can t  s t ep  toward  a m u l t i d i m e n s i o n a l  d e s c r i p t i o n  of  job  

a t t i t u d e s  at the p r o f e s s i o n a l  l eve l .  H e r z b e r g  conc luded  f r o m  h i s  

s tudy  of e n g i n e e r s  and accountan t s  tha t  only  i n t r i n s i c  work  e l e m e n t s  

c a l l e d  f ' s a t i s f i e r s "  ( recogni t ion,  a c h i e v e m e n t ,  a c c o m p l i s h m e n t ,  : 

r e s p o n s i b i l i t y ,  and advancemen t )  could  g e n e r a t e  j ob  s a t i s f a c t i o n .  

C o n v e r s e l y ,  e x t r i n s i c  e l e m e n t s ,  o r  " d i s s a t i s f i e r s "  ( supe rv i s ion ,  

w a g e s ,  i n t e r p e r s o n a l  r e l a t i ons ,  c o m p a n y  po l i cy ,  work ing  condi t ions)  

gave  r i s e  to j o b  d i s s a t i s f a c t i o n .  The r o l e s  of s a t i s f i e r  and d i s s a t i s -  

f i e r  w e r e  s e e n  as  i n d e p e n d e n t - - a  s a t i s f i e r  could  not  evoke  • d i s s a t i s -  

f ac t i on  nor  could  a d i s s a t i s f i e r  give r i s e  to j o b  s a t i s f a c t i o n .  

H o w e v e r ,  f u r t he r  r e s e a r c h  t e s t ing  the t w o - f a c t 0 r  t h e o r y  has  

conv inc ing ly  shown that  the i n t r i n s i c - e x t r i n s i c  d i c h o t o m y  does  not 

a d e q u a t e l y  r e f l e c t  the s o u r c e s  of POSitive and nega t i ve  job  a t t i t udes .  

Both " s a t i s f i e r s  ~' and " d i s s a t i s f i e r s  ~w a p p e a r  to be a s p e c t s  of job  

; s a t i s f ac t i on  and dissa t i , J fac t ion .  Wood and LeBo ld  (1970) have  found 

tha t  us ing  f a c t o r  ana lys i s  (a 34 - i t em  q u e s t i o n n a i r e  with 3 , 0 0 0  

e n g i n e e r s )  that  j o b  sa t i s f ac t ion  is m u l t i d i m e n s i o n a l .  

'fA g e n e r a l  job  c h a r a c t e r i s t i c  f a c t o r  and a spec i f i c  f a c t o r ,  

P r o f e s s i O n a l  Chal lenge ,  tend to .be r e l a t e d  to job  s a t i s f a c t i o n .  F i v e  

Q '. 
q~ I J  
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o t h e r  f a c t o r s  w e r e  ident i f ied:  Status ,  A u t o n o m y , . : . P r o f e s s i o n a l  ' ~  

R e c o g n i t i o n ,  I n t e r p e r s o n a l  Re la t ions , :  and  s u p e r v l s o r y  R e l a t i o n s ,  i': : .  

The i n t e g r a t i o n  of the goa l s~of  - a n " i n d i v i d u a ! w i t h  t h e  g o a l s  o f  : .  .- 

his  o r g a n i z a t i o n  has  been d i s c u s s e d  in t h e . l i t e r a t u r e ~  Nu~nerous  

s t u d i e s  have  d e s c r i b e d  t h e c o n f l i c t  b e t w e e n  ind iv idua l s ,  e s p e c i a l l y  

" p r o f e s s i o n a l s ,  and their  o r g a n i z a t i o n s .  ( M c K e l v e y ,  1969) .  M o s t  Of 
- .  . . -  . . 

t h e s e  s tud ie s  have  v iewed  the c o n f l i c t  b e t w e e n  p r o f e s s i o n a l s  and • 

o r g a n i z a t i o n  as  g e n e r a l l y  i n e v i t a b l e ,  a n d t h e  f o c u s  has  b e e n  on the '' 

p r o f e s s i o n a l ' s  r e s p o n s e s  to t h e . c o n f l i c t  r a t h e r  than Upon o r g a n i z a -  

t i o n a l  conditions which might reduce the-strains. In:various fields, " 

the socializing processes of educational institutions have been shown 

to i n c r e a s e  the indiv idual ' s  i d e n t i f i c a t i o n  wi th  h is  p r o f e s s i o n ,  

L e s s  is  known about the d e v e l o p m e n t  of o r g a n i z a t i o n a l  iden t i -  " 
4 b 

f i c a t i o n  than is  known about p r o f e s s i o n a l  i d e n t i f i c a t i o n .  Certain"• " 

. , . .  . .  

o r g a n i z a t i o n a l  condi t ions ,  such  as  r e w a r d  s t r u c t u r e s  and j o b d e s i g n ,  

a p p e a r  to be l inked to the m e m b e r ' s  o r g a n i z a t i o n a l  c 0 m m i t m e n t . ! .  . :.. : : . 

H o w e v e r ,  t h e r e  has been I i t t l e r e s e a r c h . o n . : p e r s o n a l : f a c t ~ r s  that: ':;.::.!: " " . • 

m i g h t  be r e l a t e d  to ident i f i cat i0n ,  .~uch"as?:Sel~-{denti:~::..perSon~[!:!:ii:: :: : :  ' .  

Ir i s  and B a r r e t t  (197Z) have  s tudied  t h e r e l a t i o n s . o f : j o b  s a t i s -  

f a c t i o n ,  job i m p o r t a n c e ,  and l i fe  s a t i s f a c t i o n  m e a s u r e s  in t w o  

s a m p l e s  of f o r e m e n  d i f fer ing  .in t h e i r  l e v e l  of  job  s a t i s f a c t i o n , . " . T h e  

r e s u l t s  s u p p o r t e d  a "sp i l l over"  i n t e r p r e t a t i o n  of the re la t i onsh2p  

b e t w e e n  job and l i f e  s a t i s f a c t i o n .  The r e l a t i o n s h i p  b e t w e e n  . 

-rl.4 
584 ~ " ' ~ "  • " 



.I 

satisfaction and pa X was moderated by the favorability of the job 

s i t u a t i o n .  T h o s e  peo p l e  who  w e r e  in a w o r k  e n v i r o n m e n t  that 

p r o v i d e d  l i t t l e  job  s a t i s f a c t i o n  w e r e  m o r e  l i k e l y  to be d i s s a t i s f i e d  

w i t h  o ther  a s p e c t s  of  the ir  l i f e  Lf they f e l t  a s p e c t s  of  the job  such as  

P r o m o t i o n s ,  s u p e r v i s i o n ,  and w o r k  to be i m p o r t a n t  for  t h e i r  job 

. ,l s a t i s f a c t i o n .  It w o u l d  appear  that when  p e o p l e  a r e  in a job s i tua t ion  

that  p r o v i d e s  l i t t l e  job s a t i s f a c t i o n ,  d i s a v o w i n g  the i m p o r t a n c e  of  the 

j o b  m a y  be a hea l thy  r e s p o n s e .  

T h o s e  who had g iven up any thoughts  o f  a d v a n c i n g  beyond the 

a s s e m b l y  l ine  a p p e a r e d  to have  b e t t e r  m e n t a l  hea l th  than t h o s e  who  

• T 
e "  

w e r e  s t i l l  hoping for  s o m e t h i n g  be t t er  in l ~ e .  In the s a m e  m a n n e r ,  

the  f o r e m e n  in this  i n v e s t i g a t i o n  who w e r e  in an u n s a t i s f a c t o r y  job 

s i t u a t i o n  hut d e - e m p h a s i z e d  the i m p o r t a n c e  of  the v a r i o u s  a s p e c t s  of  

/ .  

• .¢ .. 

i - 

, !  
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the job  tended to be s a t i s f i e d  wi th  l i f e  and the job  in g e n e r a l .  

This  f inding supports  s o m e  of H e r ~ b e r g ' s  (1959) w o r k  on the 

n a t u r e  of  pay and i ts  dual z o l e  as  ~. m o t i v a t i n g  f a c t o r .  In an 

u n f a v o r a b l e  job  s i tuat ion ,  s a t i s f a c t i o n  wi th  pay c o m e s  to be a m a i n  

d e t e r m i n a n t  Of o v e r a l l  job s a t i s f a c t i o n .  In a m o r e  f a v o r a b l e  job 

e n v i r o n m e n t ,  s a t i s f a c t i o n  wi th  pay is  not r e l a t e d  to g e n e r a l  job s a t i s -  

f a c t i o n ,  w h e r e a s  the f a c t o r s  o£ p r o m o t i o n ,  c o - w o r k e r ,  s u p e r v i s i o n ,  

and w o r k  a r e  r e l a t e d .  

R e s e a r c h  on the p e r s o n n e l  s e l e c t i o n  of a d m i n i s t r a t o r s  has  

b e e n  of  t w o  m a i n  t y p e s .  F i r s t ,  it a n a l y z e s  senio',' e x e c u t i v e s  in 

t e r m s  of  t h e i r  abi l i ty ,  p e r s o n a l i t y ,  i n t e r p e r s o n a l  t e l a t i o n s ~  

J .  
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to y i e ld  s i g n i f i c a n t  r e s u l t s ;  p r i m a r i l y b e c a u s e  t e c h n i q u e s  for  

e x a m i n i n g  an e x e c u t i v e ' s  j o b  h a v e  not  b e e n  f r u i t f u l .  

Cart-wright  and Z a n d e r  (I 968)  s u g g e s t  that  the  b u r d e n s  and 

r e s p o n s i b i l i t i e s  of  p o w e r  m a y  p r o d u c e  c o m p a s s i o n a t e ,  r a t h e r  than 

e x p l o i t i v e ,  b e h a v i o r  on the par t  o f  the a d m i n i s t r a t o r .  T h e r e  i s  the  

p o s s i b i l i t y  that  the a d m i n i s t r a t i v e  r e s p o n s i b i l i t y  m a y  p r o d u c e  o t h e r  

b e n e f i c i a l  c h a n g e s  r e l a t e d  to the a d m i n i s t r a t o r ' s  v i e w  of  the w o r l d .  

A d m i n i s t r a t i v e  r e s p o n s i b i l i t y  p r o v i d e s  that  i n d i v i d u a l  w i th  b r o a d e n e d  

and d e e p e n e d  u n d e r s t a n d i n g  of  h i m s e L f  and o t h e r s .  It i s  i n t e r e s t i n g  to 

,.watch a, p e r s o n  w o r k  through  the  r a n k s  unt i l  he  a c h i e v e s  an a d r n [ u i s '  

t r a t i v e  p o s i t i o n ,  at which  t i m e  he  c h a n g e s  h i s  g e n e r a l  perspect ive , , -  

R o g o w  and L a 0 s w e l l  (1963)  a d o p t e d  a m o r e  n e u t r a l  s tand  ana 

m a i n t a i n e d  that the contro l  of  a d m i n i s t r a t i v e  r e s p o n s i b i l i t y  n e i t h e r  

l e a d s  to  co~-ruption nor  to e n n o b l e m e n t .  R a t h e r ,  the c o n n e c t i o n  

a d j u s t m e n t ,  v a l u e s ,  etc .  The  r e s u l t  o f  th i s  t y p e  of  r e s e a r c h  has  

b e e n  to ~ s t a b l i s h  the fact  that  t h e r e  a r e  a l l  k inds  of  e x e c u t i v e s ;  

h i g h l y  i n t e l l e c t u a l  and not s o  inte l lectual .0  ~ p e r s o n a l i t i e s  v a r y i n g  f r o m  

d o m i n a n t  to p e r m i s s i v e ,  f r o m  o u t g o i n g  tO " s h y ,  • f r o m  w a r m  to a l o o f ,  

f r o m  w e l l - a d j u s t e d  to t h o s e  d i s p l a y i n g  o b s e s s i v e  and n e u r o t i c  t r a i t s ,  

f r o m  t h o s e  who  are  m a t e r i a l i s t i c  to t h o s e  h a v i n g  h u m a n i s t i c  v a l u e s .  

S e c o n d l y ,  r e s e a r c h  on p e r s o n n e l  s e l e c t i o n  h a s  a t t e m p t e d  to 

a n a l y z e  job  d e m a n d s  a g a i n s t  c h a r a c t e r i s t i c s  o f  the  a d m i n i s t r a t o r ,  

i d e n t i f y i n g  s o m e  of  the r e l e v a n t  d i m e n s i o n s  of  a job ,  and then f ind ing  

w a y s  to m e a s u r e  t h o s e  dirr, e n s i o n s .  Th i s  a p p r o a c h  h a s  .~Iso f a i l e d  
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b e t w e e n  p o w e r  a n d  c o r r u p t i o n  d e p e n d s  u.uon v a r i o u s  c o m b i n a t i o n s  of  

i n d i v i d u a l  ego n e e d s  and the  t ype  of  s o c i a l  o r g a n i z a t i o n  of  w h i c h  the  

i n d i v i d u a l  is  a m e m b e r .  

T h e r e  a r e  o t h e r  s o c i a l  s c i e n t i s t s  who f l a t l y  b e l i e v e  t ha t  the  

v e r y  c o n t r o l  of p o w e r  i n d u c e s  i n d i v i d u a l s  to a c t  in an  i n e q u i t a b l e  and 

e x p l o i t i v e  m a n n e r  t o w a r d  the  l e s s  p o w e r f u l .  (So rok in  and  Lund in ,  

1959) .  The  w e l l - k n o w n  o b s e r v a t i o n  of  L o r d  A c t o n  tha t  " p o w e r  t e n d s  

t o  c o r r u p t  and a b s o l u t e  p o w e r  c o r r u p t s  a b s o l u t e l y "  c l e a r l y  r e f l e c t s  

t h i s  po in t  of  v i ew .  

K ipn i s  (1972) s t u d i e d  the  r e l a t i o n s h i p  b e t w e e n  a d m i n i s t r a t i v e  

c o n t r o l ,  s e L f - e s t e e m ,  and e s t e e m  fo r  o t h e r s  in a s i m u l a t e d  o r g a n i z a -  

t i on  s e t t i n g .  A d m i n i s t r a t i v e  r e s p o n s i b i l i t y  c a u s e d  s u b j e c t s  to  

(a) i n c r e a s e  t h e i r  a t t e m p t s  to i n f l u e n c e  the  b e h a v i o r  of  the  l e s s  

p o w e r f u l ,  (b) d e v a l u e  the w o r t h  of  the  p e r f o r m a n c e  of  the  l e s s  

p o w e r f u l ,  (c) a t t r i b u t e  the c a u s e  of  the  l e s s  p o w e r f u l ' s  e f f o r t s  to 

p o w e r  c o n t r o l l e d  by  t h e m s e l v e s ,  r a t h e r  than  to  the  l e s s  p o w e r f u l ' ,  

m o t i v a t i o n s  to do wel l ,  (d) v i e w  the  l e s s  p o w e r f u l  a s  o b j e c t s  of  

m a n i p u l a t i o n ,  and (e) e x p r e s s  a F . r e f e r e n c e  f o r  the  m a i n t e n a n c e  of  

p s y c h o l o g i c a l  d i s t a n c e  f r o m  the  ! e s s  p o w e r f u l .  No s u p p o r t  w a s  found  

f o r  the  p r e d i c t i o n  tha t  the a d m i n i s t r a t i v e  r e s p o n s i b i l i t y  e l e v a t e d  

seLf-  e s t e e m .  

It is  s u g g e s t e d  that  a d m i n i s t r a t i v e  c o n t r o l  t r i g g e r s  a t r a i n  of  

e v e n t s ,  wh ich ,  in t h e o r y  a t  l e a s t ,  g o e s  l ike  th i s :  ( a ) W i t h . t h e  c o n t r o l  

of  p o w e r  g o e s  i n c r e a s e d  t e m p t a t i o n s  to i n f l u e n c e  o t h e r ' s  b e h a v i o r ;  
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(b) As  a c t u a l  i n f l u e n c e  a t t e m p t 8  i n c r e = ~ e ,  t h e r  ~- a r i s e s  the  b e l i e f  

t h a t  the  b e h a v i o r  of o t h e r s  is no t  seLf=con '~ro l led ,  bu t  is  c a u s e d  by  

t he  p o w e r  h o l d e r ;  (c) H e n c e ,  a d e v a l u a t i o n  of  t h e i r  p e r f o r m a n c e  

o c c u r s ,  ha a d d i t i o n ,  wi th  i n c r e a s e d  inFLuence a t t e m p t s ,  f o r c e s  a r e  

g e n e r a t e d  w i t h i n  the m o r e  p o w e r f u l  t o ( d )  i n c r e a s e  p s y c h o l o g i c a l  

d i s t a n c e  f r o m  the  l e s s  p o w e r f u l  and  v i ew  t h e m  as  o b j e c t s  of  m a n i p u -  

la t~on.  

The  f i n d i n g s  on the  r e l a t i o n s h i p  b e t w e e n  c o n t r o l  of r e s o u r c e s  

a n d  f r e q u e n c y  of i n f l u e n c e  a l s o  s u g g e s t  a l ink  b e t w e e n  two a l t e r n a t e  

v i e w s  of  a d m i n i s t r a t i v e  r e s p o n s i b i l i t y .  T h e  f i r s t  v i e w  d e s c r i b e s  • 

p o w e r  in t e r m s  of the  c o n t r o l  of  r e s o u r c e s ,  w h i c h  p r o v i d e  the  p o w e r  

h o l d e r  wi th  the  p o t e n t i a l  to i n f l u e n c e  o t h e r s .  T h e  s e c o n d  v i e w  of  

p o w e r  p l a c e s  g r e a t e r  e m p h a s i s  on  the  e x e r c i s e  of  p o w e r - - a s  a 

p r o c e s s  of f o r c i n g  o r  p e r s u a d i n g  o t h e r s  to c a r r y  ou t  s o m e  b e h a v i o r  

t h e y  wou ld  o t h e r w i s e  not  do .  T h o s e  who v i e w  the  e x e r c i s e  of  p o w e r  

as  a m a n i f e s t a t i o n  of  p e r s o n a l i t y  a l s o  s t r e s s  t he  m a n i p u l a t i v e  

a s p e c t s  of  i n t e r p e r s o n a l  r e l a t i o n s .  F o  r e x a m p l e ,  M c C l e l l a n d  (196.9.) 

d e f i n e s  n e e d  f o r  p o w e r  as  " c o n c e r n  a b o u t  h a v i n g  i n f l u e n c e  o v e r  o t h e r s .  " 

(p. 145).  Ye t  c l e a r l y  t h e r e  is  a d i f f e r e n c e  b e t w e e n  p o w e r  d e f i n e d  ~.s 

a . d i m e n s i o n  of s o c i a l  i n t e r a c t i o n ,  w h e r e  t he  e m p h a s i s  is  on  d o m i n a n c e  

and  the  m a n i p u l a t i o n  of  o t h e r s ,  and  p o w e r  d e f i n e d  as  the  c o n t r o l  of  

r e s o u r c e s .  

C o r r u p t i o n  can  a l so  r e f e r  to t he  w a y  in w h i c h  the  c o n t r o l  of  

p o w e r  c h a n g e s  t h e  p o w e r  h o l d e r ' s  s e l f - p e r c e p t i o n s  and  h i s  

• . - 5 8 8  : . : - 



p e r c e p t i o n s  of o t h e r s .  I n t e r e s t i n g l y  enough ,  p o w e r  h o l d e r s  f r e q u e n t l y  

b e l i e v e  th .~mse lves ,  exempt  f r o m  c o m m o n  m o r a l i t y .  This  v i e w  has  

c o m e  down through h i s t o r y  in s e v e r a l  f o r m s .  M a c h i a v e l l i ,  for  

i n s t a n c e ,  argued  that it i s  n e c e s s a r y  f o r  a p r i n c e  to l e a r n  how not to 

be  good . , .  A r e c e n t  study of b u s i n e s s  e x e c u t i v e s  (S0rokin  and Lundin,  

1959)  s i m i l a r l y  found t ~ e m  lead ing  a double  l i f e  w i th  r e f e r e n c e  to 

m o r a l i t y - - h a v i n g  one se t  of m o r a l  v a l u e s  for  the o f f i c e  and a s e c o n d  

f o r  the h o m e .  Sorokin  b e l i e v e s  that the v e r y  p o s s e s s i o n  of  v a s t  

p o w e r  t ends  ~o d e m o r a l i z e  the  p o w e r  h o l d e r .  

T h e s e  c h a n g e s  in s e l f - r e g a r d  a p p e a r  to o c c u r  f o r  s e v e r a l  

r e a s o n s  that are  of c o n c e r n  to p a y c h o l o g i s t n .  F i r s t ,  the p o w e r  

h o l d e r  f inds  that he i s  a b l e  to i n f l u e n c e  o t h e r s  b e c a u s e  of  the p o w e r  

he  c o n t r o l s .  Such c o m p l i a n c e  m a y  l ead  the p o w e r  h o l d e r  to b e l i e v e  

that h i s  i d e a s  and v i e w s  are  s u p e r i o r  to o t h e r  p e r s o n s .  Se c o nd ,  the 

p o w e r  h o l d e r  tends  to be the r e c i p i e n t  of  f l a t t e r y  and w e l l  w i s h e s  f r o m  

the l e s s  p o w e r f u l .  This  f l a t t e r y  m a y  a l s o  c o n t r i b u t e  to the idea  that 

he  i s  s o m e t h i n g  s p e c i a l ,  F i n a l l y ,  it  m a y  be that the c o n t r o l  of  

r e s o u r c e s  d e m a n d s  that the ind iv idua l  adopt  a m o r a l i t y  c o n s i s t e n t  

w i t h  the. k inds  o f  p o w e r  he c o n t r o l s . .  F o r  i n s t a n c e ,  Galbra i th  (1967) 

h a s - s a i d  that m a n a g e r s , i n  l a r g e  c o r p o r a t i o n s , a r e  p r a c t i c a l l y  f o r c e d  to 

m a k e  d e c i s i o n s  w h i c h  m i n i m i z e  r i s k s  to c o r p o r a t e  i n v e s t m e n t s ,  

d e s p i ~ e  the fac t  that t h e s e  d e c i s i o n s  v i o l a t e  l a w s  and the g e n e r a l  

w e l f a r e  .of the publ ic .  Thus,  t~e  m o r a l i t y  that d e v e l o p s  ia d e s i g n e d  to 
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p r o t e c t  and ex tend  c o r p o r a t e  p o w e r  and  r e s o u r c e s .  F r e q u e n t l y ,  

a d m i n i s t r a t i v e  p o w e r  f o r c e s  the a d m i n i s t r a t o r  to  i g n o r e  c o n v e n t i o n a l  

m o r a l i t y .  

S c h w y h a r t  and Smi th  (!97Z) i n v e s t i g a t e d  the  nat-ure of  job  

i n v o l v e m e n t  and  i ts  r e l a t i o n s h i p  to o t h e r  v a r i a b l e s  w i t h  14, ~ m a l e  

m i d d l e  m a n a g e r s  in one c o m p a n y .  A r e p l i c a t i o n  g r o u p  c o n t a i n e d  

58 S ' s .  Both  c o m p a n y  s a t i s f a c t i o n  and  j o b  i n v o l v e m e n t  w e r e  m e a s u r e d  

u s i n g  2 0 - i t e m  L i k e r t  s c a l e s .  A s i g n i f i c a n t  l i n e a r  r e l a t i o n s h i p  b e t w e e n  

the  two w a s  found in both  g r o u p s .  B e c a u s e  on ly  the  f i r s t  f a c t o r - - j o b  

a m b i t i o n - - w a s  c o n s i s t e n t  w i th  p r e v i o u s  r e s e a r c h ,  i t  w a s  c o n c l u d e d  

t h a t  the  f a c t o r  s t r u c t u r e  of job  i n v o l v e m e n t  is o c c u p a t i o n a l l y  s p e c i f i c .  

T h e  r e s u l t s  w e r e  i n t e r p r e t e d  as  s u p p o r t i n g  the  ides. t h a t  i m p o r t a n c e  of 

the  j ob  to a w o r k e r ' s  s e L f - i m a g e  is  a s s o c i a t e d  wi th  h i s  s a t i s f a c t i o n  

w i t h  the  c o m p a n y .  

Knowing  how i m p o r t a n t  a job  is to  a w o r k e r ' s  ~ e l f - i m a g e  does  

no t  t e l l  us  why  the  job  is i m p o r t a n t  to h i m  o r  w h a t  j o b  b e h a v i o r s  o r  

j o b  i n v o l v e m e n t  m a y  be r e l a t e d .  T h e o r i e s  of  w o r k  m o t i v a t i o n  a r e  

r e l e v a n t  to t h e s e  q u e s t i o n s .  A c c o r d i n g  to V r o o m  (1964), t h e  s e l f -  

i m a g e  is  r e i n f o r c e d ,  and the  c o r r e l a t i o n  b e t w e e n  job  p e r f o r m a n c e  and  

• j o b  s a t i s f a c t i o n  is i n c r e a s e d  when  job  p e r f o r m a n c e  is m a t c h e d  to the  

a b i l i t y  the  w o r k e r  va lue s  and p o s s e s s e s .  P e r f o r m a n c e  of w o r k e r s  has  

r e p e a t e d l y  been  h i g h e r  for  t h o s e  who w e r e  ego i nvo lved  in h e i r  j o b s  

t h a n  .for t h o s e  who wer~.~not, The  c o r r e l a t i o n  b e t w e e n  job  s a t i s f a c t i o n  

! 
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and p e r c e i v e d  opportunity for e e l f - e x p r e e s i o n  was  h ighes t  among 

workers who were highly involved in their jobs. } 

The job involvement concept has been shown to be positively 

related to the perceived importance of, and desired amount of, and 

existence of, opportunities for the attainment of esteem, autonomy, 

and self-actualization goals of middle managers. (Maurer, 1967)o 

If the attainment of such goals is prerequisite to becoming involved, 

then turnover should be higher among less involved workers. It has 

been found that job satisfaction, increaseswith the opportunities for 

r e c o g n i t i o n  and autonomy, and persons  achiev ing  in the eyes  of their  

com,#anies are less likely to quit. (Ross and Zander, 1957). 

C.emmill and Heisler (197Z) found a relationship between an 

individual's control over his environment~ job satisfaction, and 

performance. More specifically, the study indicates that the greater 

the belief in one's ability to influence the environment~ the lower is 

the reported job strain and the higher is the reported job satisfaction 

and positional mobility. 

Managers who believe in their ability to control their environ- 

• ment, when confronted by job strain-evoking situations, are more 

likely~,to initiate attempts at improving the situation. To the extent 

that such attempts are successful, job strain is reduced and their 

belief reinforced. A history of success in overcoming job straLn- 

• evoking sit-aations cov:d also lead them to fe~ leas bothered when 

confronted by a new job strain-evoking situa~A~n. The relationship 

l!j I , . .  .591 . ~ :  
- . -  ~ - : - - - - - - - ~  . . . . . . . . . . . . . . . . . . . .  ~ .  ~ _ : . ~ .  ~ - . . . .  
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between the environmental control orientations of managsrs and 

positional mobility may be explained by the fact that managers who 

view control as external may be more likely to perceive promotion as 

a chance occurrence, thus being less inclined to focusupon the 

acquisition of necessary skills and techniques. Itmightbe expected 

that managers who occupy higher organizational positions and who 

are more upwardly mobile (experience greater total positional 

mobility) would be more internally-oriented. 

The concepts of organizational climate •serve as a useful 

framework for tying together some of the diverse individual and 

organizational approaches to behavior in organizations. One purpose 

of  r e s e a r c h  on r e w a r d  p o l i c i e s  i s  to d e m o n s t r a t e  h o w  d i f f e r e n t l y  

r e w a r d  p o l i c i e s  m a y  e f f e c t  e f f o r t .  Not  o n l y  c a n  t h e  i n t e r -  

o r g a n i z a t i o n a l  d i f f e r e n c e s  be  e x a m i n e d  as  a f u n c t i o n  o f  r e w a r d  

s y s t e m ,  but  ~ l s o  the  d i f f e r e n c e s  in the  w a y  i n d i v i d u a l s  r e l a t e  to  the  

o r g a n i z a t i o n .  

E x t r i n s i c  r e w a r d s  m a y  be  v i e w e d  a s  c a u s e s  o f  e f f o r t  w h i c h  

a r e  m o d e r a t e d  by the  e f f o r t - r e w a r d  p o l i c i e s  and p r o c e d u r e s  of  

o r g a n i z a t i o n s .  E f for t  i s  a f u n c t i o n  of  b o t h  i n d i v i d u a l  v a r i a b l e s  (the 

d e g r e e  to w h i c h  r e w a r d s  a r e  v a l u e d )  a n d  o r g a n i z a t i o n a l  c l i m a t e  or  

r e w a r d  v a r i a b l e s  (the d c g r e e  to w h i c h  e f f o r t  i s  r e w a r d e d  w i t h  v a l u e d  

r e w a r d s ) ,  in i n t e r a c t i o n .  

It follows that measures of individuals may be valid 

predictors of behavior in some organizational settings but not in others. 
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In terms of the path-goal (effort-reward) model, it is hypothesized 

that personal intrinsic values will be positively rel~ted~to effort, and 

effort will be greater where the individual is rewarded for effort with 

extrinsic rewards he values. Not 0nIy would eHort be highest in 

organizations where it was rewarded with pay, but those people most 

highly valuing pay in that organization would be the ones working the 

hardest. There is, however, no relationship between the value of pay 

and effort. For those who most highly value intrinsic rewards or 

feelings, satisfaction with pay for high effort allows for self-- 

reinforcement. Thus, it was found that those working the hardest 

not only most highly value various intrinsic rewards, they are also 

most satisfied with their pay. 

Hodgkinson (1970) reported on work which attempted to 

correlate values assumed to be essential to the administrative 

process, and social perceptions in the organization. He used Halpin's 

Organization Climate Description Questionnaire and value scales 

developed by Scott. He sampled 40 public schools with a total sample 

-size of 8,707 teachers and administrators. He advanced five major 

hypo the ses : 

.I, The • hierarchical' levels of an organization are 
reflected in differences of values and value 
orientations for the role incumbents. That Is, 
values vary with status. 

2. Stag value orientations are significantly corre- 
lated with s o c i a l  in terac t ion  p e r c e p t i o n s .  

.... -' .i .... •, .}-'" 
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3. S t a f f  and l e a d e r  v a l u e s  and va lue  o r i e n t a t i o n s  a r e  
r e l a t e d  to the c o n c e p t  of a u t h e n t i c i t y  as  e x p o u n d e d  
by A. W. l ' a l p i n  (1966, pp. 203-204) .  Ha lp in  was  
of  the opinion t h a t  the  two d i m e n s i o n s  of  T h r u s t  
and E s p r i t ,  as m e a s u r e d  on hig OCDQ i n s t r u m e n t ,  
r e p r e s e n t e d  the  b e s t  i n d i c e s  oi a u t h e n t i c i t y .  He 
w a s ,  h o w e v e r ,  vague  as  to the p r e c i s e  n a t u r e  of  the  
t e r m .  

4.  I n n e r - d i r e c t i o n  and  o t h e r - d i r e c t i o n  (in the  s e n s e  
e x p l i c a t e d )  a r e  d i r e c t l y  o r  i n v e r s e l y  r e l a t e d  to the  
" o p e n n e s s "  of  o r g a n i z a t i o n a l  c l i m a t e ,  

5. A b i o g r a p h i c a l  h y p o t h e s i s :  Age,  sex ,  and  l eng th  of 
s e r v i c e  in the o r g a n i z a t i o n  a r e  p r e d i c t i v e  of  v a l u e  . 
o r  i en t a t i on ,  

His  f i n d i n g s  s u g g e s t  tha t  v a l u e s  and s o c i a l  p e r c e p t i o n s  a r e  r e l a t e d .  

T h e r e  is e v i d e n c e  to s u p p o r t  the  h y p o t h e s i s  t ha t  v a l u e s  c h a n g e  wi th  

p r o g r e s s i o n  in the o r g a n i z a t i o n a l  h i e r a r c h y .  P . o m o t e d  t e a c h e r s  

have  va lue  o r i e n t a t i o n s  which  a r e  d i f f e r e n t  f r o m  t h e i r  c o l l e a g u e s  a t  

the  t i m e  of  p r o m o t i o n ;  p r o m o t e d  t e a c h e r s  h a v e  v a l u e  o r i e n t a t i o n s  

which  b e c o m e  d i f f e r e n t  f r o m  t h e i r  c o l l e a g u e s  as  a res ,~It  o f  p r o m o -  

t i o n ,  and  as  s u g g e s t e d  above ;  p r o m o t e d  t e a c h e r s  h a v e  a f l e x i b i l i t y  of 

va lue  o r i e n t a t i o n ,  wh ich  is an e x p l a n a t o r y  f a c t o r  in o b s e r v e d  c h a n g e s  

a t  d i f f e r e n t  h i e r a r c h i c a l  l e v e l s  in the o r g a n i z a t i o n a l  s t r u c t u r e .  

The  va lue  of k i n d n e s s  d i s c r i m i n a t e s  b e t w e e n  the r o l e  of 

t e a c h e r s  and  a d m i n i s t r a t o r s  and b e t w e e n  y o u n g e r  and  o l d e r  t e a c h e r s ,  

young f e m a l e  t e a c h e r s  being the m o a t  c o n c e r n e d  abou t  th i s  v a l u e .  

The  o l d e r  and  m o r e  e x p e r i e n c e d  the t e a c h e r ,  'the m o r e  i m p o r t a n t  

wi l l  the va lue  of l o y a l t y  tend to b e .  Some  e v i d e n c e  i n d i c a t e d  t h a t  

n e w l y  a p p o i n t e d  a d m i n i s t r a t o r s  s t r e s s e d  th i s  va lue ,  but  t h a t  i t  
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• / 



d e c l i n e d  in impcrt2 .nce  with  length of  s e r v i c e .  The  va lue  of  

a c a d e m i c  a c h i e v e m e n t  did not appear  to be e s p e c i a l l y  high to one 

g r o u p .  R e l i g i o u s n e s s  and p h y s i c a l  d e v e l o p m e n t  a p p e a r e d  to be of  

g r e a t e r  s i g n i f i c a n c e  to the o r g a n i z a t i o n .  The v a l u e s  of  c r e a t i v i t y  

and i n d e p e n d e n c e  d i s c r i m i n a t e  b e t w e e n  o r g a n i z a t i o n a l  r o l e s  wi th  

a d m i n i s t r a t o r s  and o l d e r  t e a c h e r s .  

To s u m m a r i z e ,  it wou ld  appe,,.r that p e r s o n a l  f a c t o r s  s u c h  as  

i n t e l l i g e n c e ,  s o - c a l l e d  o r g a n i z a t i o n a l  a b i l i t i e s ,  a r e  not i m p o r t a n t  to 

the a d m i n i s t r a t i v e  funct ion if  a r e a s o n a b l e  a mo unt  of  such  s k i l l  it~ 

p r e s e n t .  The  i n f l u e n c e s  f r o m  the a d m i n i s t r a t o r  as  a p e r s o n ,  and 

the i n f l u e n c e s  on the a d m i n i s t r a t o r  f r o m  the job ,  ~,s they  becor,  ae 

i n t e g r a t i v e  f o r c e s ,  are  the e s s e n t i a l  i n g r e d i e n t s .  S o c i a l  v a l u e s  do 

change  as  one c l i m b s  the o r g a n i z a t i o n a l  h i e r a r c h y  and e s p e c i a l l y  a8 

they  a r e  confront¢~  ~ith o r g a n i z a t i o n a l  p r e s s u r e s .  It i s  not t rue  that 

a d m i n i s t r a t o r s  u s e  the ir  p o w e r  r u t h l e s s l y ,  or in fac t ,  that p o w e r  

c o r r u p t s  l The  oppos i t e  i s  m o r e  l i ke l y  to o c c u r .  As  t h e y f e e l  a 

r e s p o n s i b i l i t y  for  peop le ,  a d m i n i s t r a t o r s  b e c o m e  m o r e  h u m a n i s t i c .  

The  a g e - o l d  s t r u g g l e  b e t w e e n  h u m a n i s t i c  and o r g a n i z a t i o n a l  v a l u e s  i s  

not  e v e n  an o p e r a b l e  c o n c e p t  in 1975, e s p e c i a l l y  for  an a d m i n i s t r a t o r  

f a c e d  with  p r o c u r i n g  b e h a v i o r a l  change  as  the m a j o r  product~of  h is  

Organ iza t ion .  M o d e r n  ins t i tu t ions  don't  need m e c h a n i s m s  t o  f ix  

p e r s o n n e l  and budgetary  p r o b l e m s .  They  need a c t i v e  p r o g r a m m a t i c  

l e a d e r s h i p ,  a n o t h e r  pair  of d i r ty  hands ,  unde r s t a nd i ng  , ~.nd w o r k i n g  

for  t h o s e  who work  in a p r o g r a m .  



else. 

Institutional administrators are decision mak ~rs above all 

Former President Truman's "buck stops here*' adage is most 

a p p r o p r i a t e .  L e a d e r s h i p  has  m a n y  d i f f e r e n t  q u a l i t i e s .  The t h r e e  

m a j o r  ones  a r e  s i m p l y  to b5 a good l i s t e n e r ,  w e i g h  the m a t t e r ,  and  

:decide  a c o u r s e  of ac t i on .  The  m o d e r n  i n s t i t u t i o n a l  a d m i n i s t r a t o r  is  

a •working m e m b e r  of an o r g a n i z a t i o n ;  he  m u s t  be a p a r t  of  t h a t  

o r g a n i z a t i o n a l  s t r u c t u r e ,  r e p r e s e n t i n g  a l l  of i t s  s u b p a r t s ,  s e e i n g  

them as organized wholes. 

The practicing institutional administrator must not only s o l v e  

the  p r o b l e m ,  but  m u s t  a l so  ass iL ' t  in p h r a s i n g  the q u e s t i o n  r e l a t i n g  

the  p r o b l e m  to be so lved .  The  r e a c t o r - t o - c r i s i s  r o l e  m u s t  he l a id  to 

r e s t ;  the  d i m e n s i o n  of ac t i ve  p lann ing  m u s t  be s u r f a c e d .  

R a m o s  (197Z) has  a p a r a g r a p h  in " M o d e l s  of Man  and A d m i n i s -  

t r a t i v e  T h e o r y "  which  is w o r t h y  of  m o r e  than  one r e a d i n g .  He w r i t e s :  

A d m i n i s t r a t i v e  the ; g  c a n  no l o n g e r  l e g i t i m i z e  the  
f u n c t i o n a l  r a t i o n a l i t y  of the o r g a n i z a t i o n  as  i t  l a r g e l y  
has  done .  The bas ic  p r o b l e m  of an e a r l i e r  t i m e  was  to 
o v e r c o m e  the s c a , c i t y  of  m a t e r i a l  goods  and  e l e m e n t a r y  
s e r v i c e s .  In tha t  p e r i o d  a g r e a t  a m o u n t  of to i l  in w o r k  
s e t t i n g s  was  t e c h n i c a l l y  and s o c i a l l y  n e c e s s a r y  and even  
i n e v i t a b l e ,  which  is no t  t r u e  at  p r e s e n t .  W h a t  b r i n g s  
abou t  the c r i s i s  in today- 's  o r g a n i z a t i o n s  is the  f a c t  t h a t  
by d e s i g n  and  o p e r a t i o n ,  t hey  s t i l l  a s s u m e  t h a t  old 
s c a r c i t i e s  con t inue  to be b a s i c ,  whi le  in f a c t  c o n t e m p o r -  
a r y  m a n  is a w a r e  of c r i t i c a l  s c a r c i t i e s  b e l o n g i n g  to 
a n o t h e r  o r d e r ,  i . e . ,  r e l a t e d  to n e e d s  beyond  the l eve l  of  
s i m p l e  s u r v i v a l .  (191 T h u s ,  the  S o c i a l D a r w i n i s m  tha t  
ha s  : z a d i t i o n a l l y  v a l i d a t e d  m a n a g e m e n t  t h e o r y  and 
p r a c t i c e  has  become  o u t d a t e d  by the  f o r c e  of 
c i r c u m s t a n c e ~ .  

(Ramos, 1972; [,. Z45) 
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