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PROLOGUE

The following investigation is offered as an experi-
ment of inference of significant theoretical generalizations
applicable over a wide range of similar Social situations
from behavioral evidence when it is grounded in a body of
theoretical principles and described and analyzed in context.

In such a study two problems are immediately apparent;
there must be certalin basic assumptions and cholces made at
the outset. The first cholce concerns the body of theory
that will be used to ground the inquiry of the investiga-
tion. The body of theory chosen in this case is behavioral
theory. This does not mean that this theory is inherently
superior to ancther set of theoretical concepts which might
be employed to frame the study in another way. Behavioral
theory was chosen simply because soclal change is the main
theme of this study and social change is at the center of
the various partial theories and concepts of behavioral
theorye.

The second problem concerns the choice of behavior
involved., This study has chosen the most general patterns
of behavior which seemed to best describe the average of con-
ditions as they evolved over time., It is realized too that
not every individual reacts in exactly the same way in all

similar circumstances., Therefore, it must be remembered by
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the reader that as the number of events have been limited
and behavior patterns averaged, the resulting pattern be-
comes something like a verbal caricature,

Therefore, the individuals concerned are in no way
dishonorable or unethical but are acting in a manner that
they consider to be ethical and in the tradition of their
socialization.

It is in defense of this aspect of ethics that the
names of the people and the setting of the study concerned
have been changed to keep the reality of events but to pre-
serve the privacy of the actual social actors concerned.

In the first part of the study, the general socletal
and theoretical basls for analysis is developed to form a
social foundation for the behavior noted in the second part
which deals with the specific school system,

In the second part of the study, the particular
school system is first described in terms of setting and
events on the chronological dimension. This part of the
study describes the preparticipatory planning phase which
operated under a paternalistic authority system. Specific
actions and their social consequences are catalogued. In
the next part of the study, the evolution of a different
policy which fostered a new conception of the application of
authority and a new leadership style is described and the
accompanying social consequences noted.

The next part of the study summarizes, interprets

and draws conclusions. It deals with the analysis from the
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descriptive material, of the policies held by the authority
system as 1t evolved, the behavioral consequences of the pol-
icles as they were applied to the social situation and finally
an analysis of this overt behavior as evidence symptomatic

of the state of the educational climate and the condition of
morale as time passed., In turn, this analysis is compared
with the tenets of the symbolic interactionist approach and
soclal conflict theory which has been chosen as the body of
soclal theory to be compared with reality as pictured by
observed behavior and the assessment of staff attitudes,

Finally the concepts of prediction and control are
discussed with respect to the thesis statement., In this way
the study links theory (a description of reality postulating
certain degrees of interrelationship among concepts) to
reality (practice--as indicated by observed behavior and
through attitude measurement).

The concluding sections attempt to interpret the anale
ysis, test the validity of the thesis statement, and draw
some conclusions which are generally valid in application in
similar group contexts and in similar social situations,

The investigation is justified in that it is a
legitimate experiment in the triangulation of behavioral
evidence observed in the context of social reality with the
theoretical and empirical evidence gathered by behavioral
scientists in other similar situations to arrive at general
theoretical c¢onnotations of behavior patterns that have wlde

applicability.
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PART I

THE INTRODUCTION OF THE SUBJECT AND THE THESIS
PROBLEM, THE METHODOLOGY AND STRUCTURE OF THE
RESEARCH, THE THEORETICAL FRAMEWORK OF THE
ANALYSIS, AND THE NATURE OF WORK IN GEN=-
ERAL, AND THE EDUCATIONAL PROCESS IN
PARTICULAR, IN RELATION TO HUMAN
BEHAVIOR IN INTERACTION



I. ZINTRODUCTION

The following study is an attempt to ground a body
of sociological theory in reality as a means for organizing
a socilological investigation of an ongoing social situation.

The main purpcse of the research is to use theoret-
ical principles in combination with observed behavior to
analyze a specific social context and to draw general con~
clusions that will be applicable over a wide range of sim-
ilar situations.

The social change process and the conflict engendered
by it will make up the central themes for developing the
topic. Therefore, the study will be directed at describing
and analyzing the consequences of change brought about by
the adminlstrative process in the school situation. The
overall process will be considered chiefly in terms of con-
flict and its resolution or avoidance through the sub-
processes of communications and decision-making and their
behavioral outcomes as expressed in the state of the educa-
tional climate and staff morale.

The study will investigate change as an ongolng
ubiquitous though discontinuous process, and will attempt to
place the administrative process in perspective in the total
change movement, both as it actually exists and ideally in

terms of theoretical principles.



Since all the activities of the community and the
school become part of the ongoing change process, and all the
precipitators of conflict and decision-makers, who attempt
to aveld or resoclve that conflict, alsoc become part of the
overall dynamic character of the movement, the conclusion
that school administration is a process also seems valid,
Neagley and Evans quote Getzels and Guba‘'s model of admin~
istration categorized as a social process:

They conceive of adminiatration'ggﬁﬁisgigkix

as the hierarchy of subordinate-supero nate
relationships within a social system. Functionally,
they consider this hierarchy of relationghips as

the locus for allocating and integrating roles, per-

sonnel, and facilities for fhe purpose of achieving
goals of the social system,

No social scientist would argue with the allegation
that the school and the community are both part of the
dynamic soclal change process of the larger social system,
It seems logical, then, that the principles of the systems
approach can be applied to the consideration of the parts
that the administration, the teachers, the students, and the
community play in the overall process.

The administration of change, in times of social
ferment and technological progress, tests the skill of the
administrator. He must consider and weigh all the factors

and subprocesses that make up the dynamlc situation that is

lnoss L. Neagley and H., Dean Evans, Handbook of
Effective Supervision Instruction (Englewood Cliffs, N.J.:

Prentice-Hall, Inc,, s Pe3l, quoting J. W. Getzels and
E. G. Guba, '"Social Behavior and the Administrative Process,”
SChOO]. Reﬁew’ LV, !'IO¢4, 423.




the soclial change process. Various subprocess concepts over-
lap between snd among themselves in certain areas as graph-
ically demonstrated in the circle diagram on the next page.
For example, communication is an aspect of decision-making
and vice versa, Changes in the subprocesses have conse-
quences for the other concepts and all move and change with
the dynamic social situation,

This investigation will deal chiefly with two process
concepts--administering cﬁange and maintaining morale. The
importance of these two process concepts is attested to by
the fact that numbers of tﬁeoxiea of administration consider
them, or other variations of them, under different labels.,
For instance, the close relationship of the two concepts to
"efficiency" and "effectiveness" definitions of Barnard and
the "morale" and "metivation” functions postulated by Dubin
is worthy of note.

In substantiating an investigation of the administra-
tive process in the educational institution from the socio-
logical perspective, the reader's attention is called to the
following statement of Culbertson, Jacobson, and Reller:

Since not encugh research has been done in school

administration or related administrative fields to
construct a comprehensive theory, it seems reasonable
to turn for aid to social sclence research on behav-
ioral processes related to school administration, An
approach to integrating some of the findings from the
social science disciplines and from related fields of

administration should thrust forward the quest for
the meaning of administrative processes. In addition,



Figure 1.

Process Concepts in Human Behavior
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such efforts should provide bases for testing the gen-
eral applicability of social science findings.l

In line with the foregoing discussiqn of the perti-
nence of social science knowledge to the study of school
administration and supervision, this study makes four basic
assumptions at the outset:

The function of supervision is to effect changes
in the curriculum, instruction and learning in the
schools through modificatlion of behavior.

Supervisors and administrators are expected to
provide leadership and competency in developing an
oerganization and a working environment that makes
possible continuous improvement in curriculum, instruc-
tion, and learning.

The behavioral sciences are the most valuable
sources of congcepts to be used in the development of
an organization and a strategy of change,

Concepts from each of the behavioral sciences
that appear to have relevance to the formation of a
strategy of change should be utlilized as the bases for
the formulation of a theory of supervision.?2

(Assumptions taken verbatim from Neagley and Evans.)

The analysis presented in this study will be carried
out through the application of the sociological perspective
and a theoretical synthesis composed of a body of theory
encompassed by sociological conflict theory extended to in-
clude the principles of behavior embodied in symbolic inter-
actionism as they can be applied in conjunction with informa-
tion garnered in studies conducted in the areas of business

and industry.

So it is that the tenets of soclological theory will

1Jack A. Culbertson, Paul B. Jacobson, and Theodore Y,

Reller, Administrative Relationships: A Casebook (&nglewood
Cliffs, N.J.: Prentice-Hall, Inc., y Do .

2Neagley and Evans, Supervision of Instruction,

1970,
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be applied to the chahga process consisting of subprocess
concepts of decision-making and communications, and the
behavioral outcomes expressed in teems of the state of edu-
cational climate and conditional morale.

In order to accomplish these purposes the study will
concentrate mainly on the management component or administra-
tion of the organization as to the character of the system
of authorlty it employs and the style and techniques of
leadership it uses in the politics of operating an sffective
social organization.

The view of a social enterprise (including the edu-
cational institution) that wlll be considered here consists
of two aspectst the organizational aspect, or structure,
(formalized ways of fulfilling function), and behavior,
which determines the character &¢f the enterprise. These two
aspects are united and directed by the management function
in accordance with the purpose and goals of the enterprise
(as defined in the operating policy). (See illustration on
the following page.)

The principle concern of this study will be with
political behavior, and patterns of behavior as they deter-
mine courses of action as a conceptual tool of analysis.
Social enterprises are composed primarily of people in inter-
action, together with the policy, the software and the hard-
ware that they institute to facilitate this interactive
process. Therefore, the most fundamental areas of investiga-

tion appear to be the forces that control the interactive



8
Figure 2
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their condition 2t a prrticuler point in time, or the
condition as it evolves across the time dimension in the
outcome of the implementation of decisions reached by
the manacement cormonent,is a result of the interazction
of this corponent wvith the rest of the system. The
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system as det-rmined “y an smalysis of the network

of interscticn. In the drawine above, the shaded aress
renrceont ~rene of intersction and _the arrows demonstrate
the dyneic suelity of gysienmic relationships.
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process itself and which result in organizational and struc-
tural behavior patterns (courses of action) and policy forma-
tion for their consistent application. This describes the
meaning of the term politics as it is to be utilized in this
paper. For the purposes of this analysis then, politics can
be defined as the interactive process in society which
governs how means of satisfaction, provision of opportuni-
ties for such satisfaction are distributed among individuals
and groups, and how they are formalized in terms of policy.
The formation of policy is the crystallized outcome of the
process of ongoing political behavior, implemented in an
effort to traditionalize certain patterns of behavior, and
serves in some organized manner to perform the function of
social control.

It follows from this kind of definition of the term
pelitics, that the social scientist may investigate any
aspect of social life, no matter how nonpolitical it may
seem to be in the traditional sense, through the thorough
study of the interactive process. Certaln basic assumptions
are implied which appear to be valid in light of existing
empirical evidence from behavioral studies:

l. that all social enterprises seem to have political
interaction and some kind of management or
administrative component in thelr makeup. Thus
the behavioral view is that politics is a
ubiquitous phenomenon in society,

2., that political behavior is the critical factor
affecting group and individual decisions. (The
behavioral conception of politics places stress on

individual and group interaction as the context
for the observation of political action.)
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3. that all interactive behavior is political behavior
of some kind.

The definition of the formalization of political
lines of action as policy for social control serves to focus
attention on the idea that social enterprises are more alike
than different and that they all share in common the admin-
istrative process and the management function (whatever their
character) as their controlling element.

The writer, in line with the quote given earlier
from Culbertson, Jacobson, and Reller, defends the pursuit
of a study in the soeciological perspective as a legitimate
endeavor. This is supported by the fact that the educational
institution is the only social institution within the over-
all system that is specifically charged with the mission of
perpetuating the society through the socialization of the
young in its value system and traditions.

The study can be shown to cross disciplinary bound-
aries further because of the hybrid quality of the educa~
tional institution. Although it is charged with the duty of
inculcating the young through the socialization process with
the ethical system, the values, and the traditions of the
culture, the educational institution must operate in the
same way as any giant business corporation., True, it is not
asked to show a profit, but it 1s expected to minimize input
and optimize output in terms of cost-benefit accounting.

The theoretical basis of the study is grounded in
conflict theory at three levels, including the symbolic
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interactionist approach, was chosen as the vehicle for struc-
turing the inquiry in preference to the other major theoret-

ical stance--structural-functionalism. This choice was made

because of the dynamic quality of the change process and the

significance in terms of change of outcome in behavioral

modification in the process of administering the schools.

Change Central Concept of Conflict Theory
Conflict theory is appropriate as well, because bas~

ically the administration-staff-student and community relae
tionship is one of group interaction., In every group inter-
action situation there is also a dominant-minority relation-
ship. In the group situation under study here, there is a
series of such dominant-minority relationships. Whenaver a
dominant-minority relationship exists in group interaction
various kinds of conflict results. Therefore, conflict
theory, and its behaviorallstic extension, symbolic inter-
actionism, present a logical theoretical framework for
analyzing the total process.

This investigation puts forth the following thesis
to be in some extent eilther supported or refuted in light of
the evidence obtained by observation of administrative
behavior and the reaction to it:

The nature of the supervision and the kind of
authority exercised by the administration changes the
nature of the educational climate in a particular sys-
tem, and has consequences in terms of staff morale.
Therefore, through the institution of the planning
function, the generation of a philosophy of the

exercise of authority and leadership, the implementa-
tion of a policy for achievement, and the development
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of an effective administrative program for improvement
can result in the effectlve control of the educational
climate and the maintenance of high organizational
morasle.

In order to pursue the purposeﬁ of the study it is
necessary to consider various themes and to define the terms
central to an investigation of institutional morale.

Socilety and social enterprises must be considered to
be a system. It 1s a system which, like all systems, is
dependent on the flow of information. In society, this flow
of information takes place as communication achieved through
political interaction. This communication is controlled
(formally) by the management component, whether it is the
governmental institution of the whole society, or the
administrative personnel of the social enterprise. This
control of communication, and the resulting pattern of inter-
action, creates a social situatlion which results in a social
(or working) climate which either motivates or represses
groups and individuals., The extent of motivation toward
goals, and the opportunity for achieving them, either
enhances or detracts from the morale of the group, or the
individual, who is the social actor in such a situation.

For the purposes of this study, morale which supports the
purposes and goals of the organization is considered to be
high morale, and morale which inhibits the achievement of
the organization or goals is considered to be low morale.
(This limitation in meaning will eliminate the necessity for

value judgment,)
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In light of the foregoing discussion, three terms
remain to be explained and defined operatiocnally: climate
(social, working, or educatienal), motivation, and morale.

Working climate, as the term will be used in this
study, refers to the internal organizational environment as
a result of the processes of the implementation of the system
of controls of the organization and the perception of these
processes by the groups and individuals involved.

Motivation is the parception of the individual of
the chances of his achieving his goals as it evolves in the
interplay between the individual and his working environ-
ment. (Motives, on the other hand, are generally developed
early in a person's life and are relatively persistent
throughout his life.) In this way, the individual’s moti-
vated behavior may exhibit radical changes at various times
in his life.

Morale, as the term will be used in this study, has
been definad in Appendix I in Galdston & Zelterbe:g.l It was
established in four memorandums submitted to the participants
in the Conference on Morale held November 3-6, 1954 at Arden
House, Harriman, N.Y,.

Morale is to be conceived of as a characteristic

of behavior.

Its nature and quality 4s to be judged against a
prototype pattern of dynamic progression.

llago Galdston and Hans Zalterberg, Panic and Morale,
(New York: International Universities Press, iInc., 1958},
Pe 257
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That pattern is biologically and socially rooted
and determined.

Good morale is essentially a product of good
soc¢ial tonus. (Good here is not considered to be a
value judgment but is rather synonymous with effective
in the sense of facilitating the achievement of the
purposes of the organization,)i

Morale can be seen as existing on two levels in the
organizational environment: individual morale and group
morale. Galdston & Zelterberg quotes Dr. Galdston, the
Secretary of the Committee on Morale of the New York Academy
of Medicine, as presenting these levels of application of
the concept of high morale to the participants in the
Conference on Morale in the following form:

In recent decades we have learned to understand
what is implied in the concept of the integrated per-
son, We know that such a person is not a uniform and
homogeneous entity, but is rather a well-functioning
system of divergent, and at times, appositive drives
and goals, Such a person is, in effect, the embodi-
ment of intelligent and efficient compromise, a com-
promise that is achieved by reconciliation and per-
missiveness rather than by repression.

This concept is extendable to the community. The
idea then is that a well integrated community will
have the greatest stabllity. The thesis advanced is
that the well integrated community will have good
morale and thus will not be subjected to excessive
inner conflict, It will thus be resistant to panie
and to the malignancy of mob formation and mob dom-
inance, It will be immune to mass hysteria and to
those other socially disruptive movements, agita-
tions, and ideas that menace the unintegrated group.

(Thus, it can be seen that the concept of group
morale can be extended, in terms of integration, to
any size social group from the individual to a com-
munity--therefore, it is proper to speak of an overall

lThese characteristics of the nature of morale were
presented to participants in the Conference in order to pro-
vide orientation for the deliberations and discussions of
the participants in the Conference on Morale. It generally
represents ideas derived from a consensus from preliminary
discussions.
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organizational morale,)

More specifically, Dr. Galdston defined morale as
"a component of behavior to be judged against a bio—
social prototype pattern of dynamic progression.”

The same author presents some questions which are of
interest in the framing of the present study:

What are the criteria by which group and community
morale can be assessed?

What can serve as an index to good morale?

what 1s the relationship of individual morale to
group morale?

Can good group morale at times impede communal
morale?

How do trans-sectional stratifications, for example,
race, religion, economic status, educational status,
that "cut across" elementary group structures in the
community affect morale?

What problems of morale can be located in conflicts
in role sets (combination of roles held by the same
individual)?

wWhat problems of morale can be located in role
careers (sequence of roles held by the same indi-
vidual)?

What problems of morale occur when a role changes
over time?

What are the morale problems in (a) expanding,

(2) stationary, (c) contracting social systems (e.g.,
our modern<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>