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IDENTIFYING TYPES OF BUREAUCRATIC PATTERNS 

IN AN ELEMENTARY SCHOOL

CHAPTER I 

INTRODUCTION

Background and Need for the Study 

"B ureaucracy  is not a new phenomenon. This statement by 

Blau is founded upon the fact that l i te ra tu re  desc ribes  bureaucracy  as 

functioning in some rudimentary form s in ea r ly  Egypt, Rome, and China. 

The phenomenon of change predates the h is to ry  of man. So it is that two 

ancient phenomena, change and bureaucracy , have combined to cas t  a 

giant shadow of influence over today 's  p rocess  of education--in  an e ra  

when, according to H a rr is ,  "The 'in ' word nowadays in education is 'new '.

Suffice to say, ours is a rapidly-changing civilization--we a re  in  what 

Boulding ca lls  the g rea t  transition. The sheer number of people produce

^P e te r  M. Blau, Bureaucracy In Modern Society (New York: Random 
House, 1956), p. 20.

^Ben M. H a rr is ,  "New Leadersh ip  and New Responsibilities for 
Human Involvement, " Educational L eadersh ip , XXVI (May, 1969), p. 739.

•2
Kenneth E. Boulding, "The G reat Transition , " in Controversy In 

A m erican  Education, ed, by Harold Full (New York: The MacMillan 
Company, 1967), pp. 14-25.

1



nations of enormous s ize  and complexity. The organizations, wrought by 

change, needed to deal with the questions of gigantic s ize and population 

a re , them selves, complex and la rg e  in s ize . M erton and o thers  contend 

that "The growth of bureaucracy , both public and private , is  widely recog-

4
nized as one of the m a jo r  social trends of our time. " Blau says: " . . .  the 

trend  toward bureaucra tiza tion  has  greatly acce lera ted  during the la s t  

century. In con tem porary  society bureaucracy  has become a dominant 

institution, indeed, the institution epitomizes the m odern e ra .

Because education reflec ts, in great part,  the society tha t supports 

it, its s truc tu re  has becom e bureaucra tized . Coleman, in analyzing today's 

urban-school situation, s tates tha t "Schools are  large adm in is tra tive  bureau­

c rac ie s ,  even in m ed ium -s ized  c ities. Page u ttered  essen tia lly  the same

thoughts, " . . . b u r e a u c r a c y 's  fea tures m ark  m ore  and m ore  a re a s  of modern

7
life, including, for example, many associations devoted to ed uca tion .. . . "  

The following observation  is made by Hartley:

Two of the m ost pronounced recent trends  in the adm in is tra tive

^Robert K. M erton, and o thers , ed. , R eader in Bureaucracy  
(3rd ed. ; Glencoe, Ill inois: The F re e  P r e s s ,  1963), p. 11.

^Blau, Society, p. 20.

^Jam es C. Coleman, "Education And Urbanism, " Education And 
Urban Society, I (November, 1968), p. 7.

^Charles  H. Page, "F o re w a rd ,"  in Bureaucracy  In Modern Society 
by Blau, p. 5.



organization of public schools a re  the reduction in the to ta l  number 
of school d is tr ic ts  in the United States and the in c reased  sp ec ia l i­
zation within the adm in is tra tive  offices. Consolidation and other 
fac tors  tr im m ed  the figure from  117, 000 in 1940 to fewer than 
20, 000 operating public school d is tr ic ts  in less  than th ree  decades. 
The reorganization  and merging of local schools, often sp u rred  on 
by state  m andates and financial incentives, resu lted  in a net loss  
in the  number of schools but it  also produced a sharp  in c re a se  in 
the size and bu reaucra tic  c h a rac te r is t ic s  of many of the rem aining 
d is t r ic ts .  ^

It is argued that the image being projected by education consists  of 

components that have been described as the basic  c h a rac te r is t ic s  of bu reau ­

cra tic  o rgan iza tion --"spec ia liza tion , a h ie ra rch y  of authority, a system  of

Q
rules, and im personality . " A seeming paradox to this image looms when 

one is continually confronted in education c irc le s  with such te rm s  as 

"involvement, " "humanizing, " and "actualization. " Superim posed upon 

this apparent paradox is , as Gouldner describes  it, " . . . t h e  emotional 

cargo that the te rm  'bu reaucracy ' usually hauls along with it. Hall has 

warned that " . .  . too  often organizations have been labeled 'b u reau c ra t ic '

. . .  when little  evidence has been p resen ted  that they a re  in fact b u re a u ­

cratic. "  ̂ Hall goes on to say, "B ureaucracy  in general. . . m ay be

o
H arry  J . Hartley, Educational P lanning-Program m ing-Budgeting  

(Englewood Cliffs, New Je rsey ;  P ren tice -H all ,  Inc .,  1968), pp. 182-83.

9
Blau, Society, p. 19.

Alvin W. Gouldner, P a t te rn s  of Industrial Bureaucracy (Glencoe, 
Illinois: The F ree  P r e s s ,  1954), p. 9.

 ̂^Richard Hall, "The Concept of Bureaucracy: An E m p ir ica l  A s s e s s ­
ment, " The A m erican  Journal Of Sociology, LXIX (July, 1963), p. 32.
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.viewed as a m a tte r  of degree, ra th e r  than of kind. Paradoxically, 

P a rso n s  had p reda ted  H all 's  s tatem ent with the  following observation:

" , . .  the re  has been a tendency to think of 'b u reau c racy ' as a kind of 

monolithic entity which can va ry  in degree of development but not signi­

ficantly in type. Thus, one can glean f ro m  but a cu rso ry  view of the 

l i te ra tu re  that re levan t questions a re  inheren t in the education-bureaucracy 

relationship.

"One might a sk  why we need leaders  when we have b u re a u c ra c ie s . . . .

It p e rm its  o rd inary  m en to take crucial ro les  in organizations and to 

p e rfo rm  in ways tha t  a re  adequate to keep things going. The h ie r ­

a rch ica l  design of a u th o r i ty - -c h a ra c te r is t ic  of bureaucracy--p roduces  

various positions of leadersh ip . It is genera lly  accepted that bureaucra tic  

authority  ideally  re s id es  in the office ra th e r  than in the individual perform ing 

an official ro le . Accordingly, various obligations and privileges inhere in 

varying lead e rsh ip - lev e ls .  The writing of W eber contains the thought that 

adm in is tra tion  is the  ex e rc ise  of control. E tzioni suggests.

The power of an organization to control its  m em bers  res ts

l ^ Ib id . , p. 37.

Talcott P a r s o n s ,  "Some Ingredients of a General Theory of Form al 
Organization, " in A dm inis tra tive  Theory in Education, ed. by Andrew W. 
Halpin (Danville, I llinois: The In te rs ta te  P r in t e r s  and Publishers , Inc ., 
1958), p. 70.

^"^Nevitt Sanford, "On Filling a Role and on Being a Man: L ead er­
ship fo r Improved Conditions for Learning and R esearch , " in In Search 
of L eaders ,  ed. by G. K erry  Smith (V7ashington, D. C. : American 
A ssociation for H igher Education, 1967), p. 11.
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either in specific positions (department head), a person  (a 
p e rsuas ive  man), o r  a combination of both (a persuas ive  dep ar t­
ment head). . . .  An individual whose power is chiefly derived 
from  his organizational power is  re fe r re d  to as  an 'official. '
An individual whose ability to  control others is chiefly personal 
is r e fe r re d  to as an 'in form al leader. ' One who commands both 
positional and p e rsona l power is  a 'form al leader.

The e lem entary-school p rinc ipalsh ip  is  an example of a h ie ra rch ica l  p o s i ­

tion. Its occupant may be, at m ost, a formal leader  but is, a t the least, 

an official leader .

Anderson has proposed that the school official may r e s o r t  to one or 

a combination of methods of control over other school personnel; 1) d i re c t  

supervision; 2) extensive p ro fess ional training; 3) perform ance m e asu re s ;  

and 4) rules.

Most compelling of all of the adm inistra tive  m echanism s used 
to control individual behavior is  the fo rm al authority which is  
a r t icu la ted  through a body of bureaucra tic  ru les . These ru les , 
im portan t s tru c tu ra l  va r iab les  within the organization, a re  used 
extensively to d ire c t  and control actions of subordinates by making 
explicit approved attitudes and behavior. They also im personalize  
and make leg itim ate  the ex e rc ise  of authority by superio rs  and 
p ro tec t  the organization and its m em bers  from  outside influences 
which m ight prove in im ical to  the organizational endeavor. In 
short, ru les  become the b e a r e r s  of organizational authority  for 
the institution.

^^Amitai Etzioni, Modern Organizations (Englewood Cliffs, N. J .  : 
P ren tice-H all,  In c . ,  1964), p. 61.

Jam es  G. A nderson, B ureaucracy  In Education (Baltim ore; The 
Johns Hopkins P r e s s ,  1968), p. viii.

I'^lbid.



The bu reaucra tic  organization is  ordered  by ru les , regulations, and 

policies; consequently a better understanding of the school bu reaucracy  

and i ts  adm in is tra tion  dictates perforce  a b e tte r  understanding of its  ru les  

and regulations.

Reflecting P a r s o n 's  challenge to think of bureaucracy  as capable of 

varying in type, Gouldner constructed a model of th ree  pa tte rns  of bureau­

cracy. Gouldner d irec ted  inquiry into the p rob lem s and tensions evoked 

by b u reau c ra t iz a t io n --h is  inquiry focused upon the functions of bu reaucra tic  

ru les. He was guided in his study by the theore tica l fram ew ork  of bu reau­

cracy devised by W eber. Gouldner's study was m ade in an industr ia l 

se tt ing--he  examined ru les  and program s within the plant and con trasted  

them with each other, "noting the  variations that w ere  thereby revealed. 

Three d is tinc t p a t te rn s  of bureaucracy  w ere  found to be evident through an 

analysis of the p a r t  ru les  play in the operation of the organization. The 

following synopsis is based  upon the findings of Gouldner:

Functions of B ureaucratic  Rules

A. The explication function:

. . .  ru les  com prise  a functional equivalent for direct, pe rsonally  
given o rd e rs .  Since the rules a re  also m ore  carefully  expressed  
[than a re  orders] the obligations they im pose may be le s s  am big­
uous than a h a s t i ly  worded personal command.

1 8Gouldner, B u reaucracy . 

^%bid., p. 182.



. . .  the ru les  explicate the w o rk e r 's  ta sk  while on the other (han^ , 
they shape and specify h is re la tionships to his superior.

. . . t h e  ru les  serve to narrow  the subordinates 'a rea  of d is c re ­
tion. ' The subordinates now have fewer options concerning what 
they may o r may not do, and the a re a  of 'privilege' is crowded 
out by the growing a re a  of 'obligation. '20

B. The screening function:

. . .  they provide a substitute for the personal repetition of o rd e rs  
by a supervisor.

. .  . the ru les  provide the forem an with an im personal c ru tch  for 
h is  authority, screening  the superio rity  of his power which might 
otherwise violate the norm  of equality. Instead, equality p re s u m ­
ably p revails  because, 'like everyone else, he too, is bound by 
the r u l e s . . .  '

The screening function of the rules would seem, therefore , to 
work in two directions a t once. F i r s t ,  it  im personally  bo ls te rs  
a superv iso r 's  c laim  to authority  without compelling h im  to employ 
an em barrass ing  and debatable legitimation in te rm s  of his personal 
superiority . Conversely, it perm its  workers to accept m anageria l 
claims to deference without committing them to a m ere ly  personal 
submission to the superv iso r  that would betray the ir  se lf-im age as 
'any m an 's  equal. '21

C. The remote control function:

A dm inistra tors  could 'te l l  at a glance' whether r u l e s . . .  were 
being followed. In pa rt ,  then, the existence of general ru les  
was a n ecessa ry  adjunct to a 'spot check' system; they fac il i­
ta ted  'control from a dis tance ' by those in the higher and m ore 
rem ote reaches of the organization. 22

^°Ib id . , pp. 162- 64.

^ h b id . . pp. 164-• 66.

22ib id . , pp. 166- 68.



D. The punishm ent-legitim ating function:

B ureaucra tic  r u l e s . . .  se rve  to legitim ate  the utilization of 
punishm ents. They do so because the ru les  constitute s ta te ­
m ents in advance of expectations.

. . .  the estab lishm ent of a rule explicating an obligation is 
frequently  accompanied by a specific s ta tem ent of the punish­
ment, i. e . , another ru le specifying the punishment which will 
re su l t  if the f i r s t  ru le  is violated.

E. The leeway function:

. . .  the rhythm ic quality with which ru les  w ere  enforced. Some­
tim es demands fo r rigorous conformance to a ru le  would be 
made, but would la te r  lapse into periods of d is in te re s t  when 
the ru les  w ere  ignored o r only fitfully observed. By a strange 
paradox, form al ru les  gave superv iso rs  something with which 
they could 'bargain ' in  o rd e r  to secu re  inform al cooperation 
from  w o rk e rs .  The ru le s  were the 'chips ' to which the Company 
staked the superv iso rs  and which they could use to play the game; 
they carved  out a 'r igh t '  which, should superv iso rs  wish to, they 
could 's tand  upon. ' In effect, then, fo rm al bu reaucra tic  ru les  
se rved  as  a control device not m e re ly  because they provided a 
legitim ating fram ew ork  fo r  the allocation of punishments, but 
a lso  because they estab lished  a punishment which could be with­
held. By installing a ru le, m anagem ent provided i tse lf  with an 
in s trum en t which was valuable even if was not used; the ru les  
w ere  serv iceab le  because  they c rea ted  something which could be 
given up a s  well as given use. ^4

F. The apathy-p reserv ing  function:

. . .  ru les actually  contributed to the p re se rv a tio n  of work apathy. 
Ju s t  as the  ru les  fac ilita ted  punishment, so, too, did they define 
the behavior which could p e rm it  punishment to be escaped. The 
ru les  se rved  as a specification of a m inim um  level of acceptable

^^Ibid. , pp. 168-72. 

24 lb id . , pp. 172-74.



perform ance. I t was the re fo re  possible  for the worker to rem a in  
apathetic, for he now knew ju s t  how little  he could do and s til l  
rem ain  secure . Thus bureaucra tic  ru les  may be functional fo r  
subordinates, as w ell as for su p er io rs ;  they pe rm it 'activity ' 
without 'par tic ipation ; '  they enable an employee to work without 
being emotionally com m itted to it.

Gouldner contends tha t ru les  serve  both a tension-reducing ro le  and 

a tens ion-defense role . M arch and Simon commented on Gouldner's  idea 

concerning ru les  in the following m anner, " . .  .he  attempts to show how a 

control technique designed to m ain ta in  the equilibrium  of a subsystem  

d is tu rbs  the equilibrium  of a l a rg e r  system , with a subsequent feedback 

on the subsystem . As adapted from  Gouldner's model, the dynamics 

of the situation appear below;

Demand ^ r  control 

, Use of general and im personal ru le s .4---------  -----------
T i

In c reased  knowledge Lower v is ib ili ty  o f ________ ». Lower level of
of m inim um  behavior power re la tions in te rpersona l

G rea te r  v is ib ility  of 
power re la tions

tensions

-► Higher level of 
in te rpe rsona l 

tensions

In c reased  difference --► Increased  superv ision  
between organizational 
goals and achievement

Intended re s u l ts  
-Unintended re su lts

25I b id . , pp. 174-76.

2 L
Jam es  G. M arch and H erb er t  A. Simon, Organizations (5th printing; 

New York: John Wiley and Sons, I n c . , P ub lishe rs ,  1964), p. 44.
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Em anating from  G ouldner's  analysis  of ru les  as they applied 

within the  organization, th ree  types of bu reau cra t ic  patterns were identi­

fied. "In an effort to em p ir ica lly  b rack e t  off those aspects of bureaucracy  

tha t induced tensions, th ree  types of bureaucra tic  patterns w ere  described:

i . e . ,  the 'mock, ' ' r e p re s e n ta t iv e , '  and 'punishm ent-centered ' form s.

These differed according  to whether or not they enforced the ru les , and

27the m anner in which they did so. " Gouldner sum m arizes the defining 

ch a rac te r is t ic s  o r  symptoms of the  th re e  pa tte rns  as  follows:

1) Mock B ureaucracy :

(a) Rules a r e  ne ither enforced  by management nor obeyed 
by w o rk e rs .

(b) Usually en tails  l i t t le  conflict between the two groups.
(c) Jo int v iolation and evasion of ru les  is buttressed  by the 

in form al sentim ents  of the partic ipan ts .

2) R epresen ta tive  B ureaucracy :

(a) Rules a re  both enforced by m anagem ent and obeyed by 
w orkers .

(b) G enera tes  a few tensions, but l i t t le  overt conflict.
(c) Joint support for ru les  b u t t re s se d  by informal sentiments, 

m utual partic ipation , initiation, and education of w orkers  
and management.

3) P un ishm en t-C en tered  B ureaucracy :

(a) Rules e ither  enforced by w o rk e rs  or management, and 
evaded by the other.

(b) Entails  re la tive ly  g re a t  tension  and conflict.
(c) Enforced by punishment and supported by the informal 

sentim ents  of e ither w o rk e rs  or management.

^^Gouldner, B ureauc racy , pp. 242-43. 

28 lb id . , p. 217.
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The work of Gouldner has served as a guide for studies of 

industria l bureaucracy ; his findings have been cited in  writings concerned 

with organization and leader  behavior. Recently, papers  and books con­

cerned with the topic of education have made increasing re fe rence  to the 

p a tte rns  described  by Gouldner. Two disserta tions rep o r t  the study of 

the bu reaucra tic  environment a t the secondary-school level. Both 

d isse rta tion  w r i te r s  found tha t the patterns proposed by Gouldner w ere  

identifiable in the secondary-school setting and can serve  to offer fu r ther 

understanding of the adm in is tra tive  p rocess .  This investigator found no 

evidence in the l i te ra tu re  tha t Gouldner's patterns of bu reaucracy  have 

been system atically  explored a t the elem entary-school level.

Today's e lem en ta ry  school is buffeted by mounting p r e s s u r e s - -  

the ro les  of princ ipal and teach e r  a re  rapidly changing and in need of 

g re a te r  understanding. School system s a re  displaying evidence of g rea te r  

bureaucra tiza tion , and individual schools re flec t their la rg e r  sy s tem 's  

image. There is a need for fu r ther study of the bureaucratization of the 

public schoo ls--a  p a r t ic u la r  void appears at the elem entary-school level. 

"If . .  .we a re  indeed living in an epoch of 'the bureaucratization of the

29Arthur R. D erm er, "A Study Of The Significant V ariables Relating 
To Union And A dm in is tra tive  Behavior In An Educational B ureaucracy"  
(unpublished Ed. D. d isserta tion , New York University, 1968).

B ernard  A. Fox, "The Application Of Gouldner's Theory of 
B ureaucracy  To The B ureauc ra tic  Behavior Of A P rincipal Operating 
Under A Union C ontract F ro m  The Perception  Of The P r in c ip a l"  
(unpublished Ed. D. d isse rta tion . New York University, 1968).
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.world, ' then i t  may well be tha t we have all the m ore  need for theo re tica l  

tools which w ill point up distinctions among bureaucrac ies  and b u re a u ­

c ra ts .

Statement of the P rob lem

Assumptions and Rationale 

The e lem en ta ry  school is bureaucra tica lly  organized and p ro m ises  

to becom e m o re  so in the future, thus increasing  the likelihood of tension 

inducing situations due to the e lem ent of bureaucra tic  control. The wide­

sp read  appeal of the bureaucra tic  s truc ture  is evidenced by the multitude 

of ins titu tions which have adopted its adm in is tra tive  procedures. Weber 

fo resaw  the continuous advance of bureaucracy  as inevitable due to i ts  

" technical su p er io r i ty "  over a ll other form s of organization. The in s t i ­

tu tions of education a re  generally  acknowledged to be among those b u reau ­

c ra t ica l ly  o rgan ized--su ffice  to say the in teraction  of influence between the 

o rganizations and the professionals  within them a re  less than fully u n d e r­

stood. Rapid changes a re  occurring a t all levels of formal education--the 

e lem en ta ry  school being no exception. B ureaucracy  offers one m eans by 

which the e lem en ta ry -schoo l situation may be system atically  viewed. 

Endem ic to a coordinated effort to achieve organizational goals in a changing 

environm ent is the elem ent of bu reaucra tic  control. One recognized method 

of b u re au c ra t ic  control over individuals is achieved through the use of rules.

2*^Gouldner, B ureaucracy , p. 182.
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regulations, and policies. Griffiths explains,

When an adm in is tra to r  a ttem pts  to achieve a goal he takes 
p recau tions  to ensure  that the people in an organization act 
in ways that will gain the goal. This is often called contro l.
The ad m in is tra to r ,  further, would like to have the people feel 
'good' while they function in a p rescr ibed  m anner. This is  
called maintaining a low level of in terpersonal tension. He 
would a lso  like to keep the vis ib ility  of power re la tions low 
and so re l ie s  on the  use of general and im personal ru les  ra th e r  
than  on confronting employees personally . 31

Studies of bu reaucra tic  ru les and the ir  attendant functions and dys­

functions have led  some investigators  to seek varying types of b u reau ­

c ra c ie s --d is t in c t io n s  in  patterns  of bureaucracy  based upon the initiation 

and use  of ru le s .  Gouldner has desc ribed  three  types of industria l bureau- 

c ra t ic -p a t te rn s  tha t va ry  in their tendency to induce tensions. Such a basis  

served  as the focus for th is  s tudy--the  identification of patterns of b u reau ­

cracy  at the e lem entary -schoo l level based upon an analysis of ru les  and 

their  u ses  in the ongoing activ ities of the school. Anderson a rranged  

school ru les  under th ree  h e a d in g s - -1) behavioral, norm s tha t p e r ta in  to 

a te a c h e r 's  actions both inside and outside of school; 2 ) adm inistra tive , 

concerned with a te ac h e r 's  relationship to the school and his superio rs ;

3) in s truc tiona l,  concerned with a te a c h e r 's  relationship  to students in 

ins truc tional m a tte rs - -w h ic h  served  to o rder  the analysis of rules.

31 Daniel E. Griffiths, "The Nature and Meaning of Theory, " in 
Behavioral Science and Educational Administration, ed. by Daniel E. 
Griffiths, S ix ty-th ird  Yearbook of the National Society for the Study of 
Education, P a r t  II (Chicago; U niversity  of Chicago P r e s s ,  1964), p. 109.
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The problem  was stated in the form  of the question: "What is the 

operational status of the e lem entary  school a s  it re la tes  to Gouldner's  

notion of b u reau cra t ic  pa tte rns  ?"

P urpose

It was the purpose of this investigation to examine and compare 

Gouldner's  model of th ree  types of bu reaucra tic  patterns  a t  the e lem en ts ry -  

school level. The basic  question posed was, "Can the three  types of b u re a u ­

c ra tic  p a tte rn s - -m o c k ,  rep resen ta tive , and p u n ishm en t-cen te red --de sc r ibed  

by Gouldner and identified through an analysis of ru les  and the ir  u ses  be 

found to ex ist in the operation of the e lem entary  school?"

The following anc il la ry  questions were explored:

1. Which type of bu reaucra tic  pattern  as  described by Gouldner can 

be observed m o s t often in the conduct of the organizational affa irs  of the 

e lem entary  school?

2. Rules belonging to what p a rticu la r  category (instructional, 

behavioral, or adm in is tra tive) will be found to appear most often in the 

types of bu reau cra t ic  pa tterns  described by Gouldner?

3. Can types of bureaucra tic  pa tterns  be identified that do not fit 

any of the types desc ribed  by Gouldner?
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P rocedure  Used in the Study

Type of R esearch

A descrip tive  type of re s e a rc h  was used fo r  the purposes of this

invest iga tion --m ore  specifically, an exp lora to ry  field study was conducted.

K erlinger explains that field studies a re  "ex p os t facto scientific inquiries

aimed a t discovering the re la tions and in te rac t ions  among sociological,

psychological, and educational va r iab les  in re a l  social s truc tu res .

Katz is cited by K erlinger as stating tha t the exp lo ra to ry  type of field

study is concerned with "what i s "  ra th e r  than predicting  re la tions to be 

33found. I t  is  s tated  that of all types of studies the  field study is the most 

re a l i s t i c - - i t  is  the c lo ses t  to re a l  life. The data used in this  study con­

s is ted  of 1) observed  activ ities and in teractions of adm inistra tive  and 

teaching personnel of the cooperating e lem en ta ry  school as they pertained 

to ru les , regulations, and policies; 2) responses  to questions needed to 

c larify  observations; and 3) prin ted  and duplicated m a te r ia ls  that perta in  

to ru les , regulations, an d /o r  policies obtained fro m  the cooperating school 

and school system .

^ ^ F re d N . K erlinger, Foundations of B ehavioral R esearch  (New 
York; Holt, R inehart and Winston, Inc. , 1967), p. 387.

^^Ibid., p. 388.

^‘̂ The te rm  " ru le s"  will, throughout the rem a in d er  of this study, re fe r  
to ru les , regulations, and polic ies.
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Source for the Data Collection 

A la rge , suburban school d is t r ic t  with ru le s  (rules, regulations, and 

policies) contained in a written  handbook was invited to serve as the cooper­

ating d is tr ic t .  One, la rg e  elem entary-school within the d is tr ic t ,  that had 

many of i ts  unique ru les  included in written , weekly bulletins, was invited 

to serve  as the cooperating school. Since an objective of descriptive 

re se a rc h  is the a ttainm ent of accura te  information concerning the group at 

hand, extended exposure to one situation m ore  c lea rly  focused information 

pertinent to the study. The use of but one school enhanced the opportunity 

for the investigator to gain and m aintain m uch-needed rapport with the 

teachers  and princ ipal involved in  the study.

Data Gathering

The data-gathering  procedures  used in this  investigation approxi­

m ated those used by the anthropologist as described  by Rubenstein.

"(1) Obtaining background information on the organization being studied;

(2) making field notes and keeping the notebook; (3) gaining rapport with

the people to be studied; (4) . . .  in terview  construction and administration;

35and (5) d ire c t  observation of organizational behavior. " The following 

paragraphs  describe  how the aforementioned data-gathering procedures

“'^Albert H. Rubenstein, "Field Study Techniques, " in Some Theories 
of O rganization , ed. by A lbert H. Rubenstein and Chadwick J. H aberstroh 
(Homewood, Illinois: R ichard  D. Irwin, Inc .,  and The Dorsey P re s s ,  1966), 
p. 690.
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were adapted to this study:

1. Obtaining background information: Background information 

concerning the organization  being studied was designed to allow the investi­

gator to get as close as possib le  to the " re a l"  phenomena being studied.

The investigator sought not to avoid the obvious and basic things about 

the organization. Questions used  as a guide for the sea rch  of background 

inform ation concerning the cooperating d is tr ic t  and school were  provided 

as follows:

Who runs the organization?  Who a re  the im portant people in it?
How a re  duties divided in  the organization? Who is who and who 

does what?
What is the h is to ry  of the organization? How did it  get to its 

p re sen t  stage of developm ent?
What significant organizational events have occu rred?
A part from  its  fo rm al function, what kind of organization is it 

in com parison vdth other, s im ila r  organizations ? 36

Of p a r t icu la r  im portance  was the sea rch  for information concerning

d is tr ic t  and building ru le s .  P re s e n t  handbooks, bulletins, meeting notes

and minutes w ere  viewed fo r  the purpose of arranging rules under three

head ings--behav iora l,  adm in is tra tive , and instructional. Anderson developed

such a plan.

Behavioral ru les  include a ll the norm s that pe rta in  to the 
teacher s pe rsona l actions both inside and outside of the schoo l-- 
smoking in the school, m atern ity  leave, and discussion of school 
polic ies. A dm inis tra tive  ru les  a re  concerned with the teacher 
and his re la tionsh ip  to the school and to his super io rs .  They 
cover a r r iv a l  and dep ar tu re  tim es, personal telephone calls

^ ^ I b i d . , p. 691.
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during the school day, deadlines for reporting grades, ex tra  
duties, handling of student absences and late a r r iv a ls ,  student 
discipline, attendance a t faculty m eetings, and e x tra c u r r ic u la r  
ass ignm ents . Pedagogical ru les  define the te ach e r 's  re la t io n ­
ship to students in instructional m a tte rs .  They include teaching 
methods, lesson  plan preparation , d iscussion of con trovers ia l 
topics in c lass , selection of textbooks, academic p renara tion  
requ ired  for teaching, grading s tandards, home assignm ents  
fo r students, curriculum  selection, supervision of ins truction  
and testing of students.

The inform ation derived from this a spec t of the background sea rc h  served

to focus the  observational p rocess .

2, Making field notes: The in v es t ig a to r 's  observations of activ ities 

and in te ractions  of adm inistra tor and teach e r  as they were re la ted  to rules 

were  reco rd ed  in the form of field notes. An added source for field notes 

was the invest iga to r 's  questions and the resu ltan t responses  needed to 

clarify observations and /or identify non-w ritten  rules. The field notes 

were identified as to source, tim e of collection, category of ru le s ,  and 

surrounding c ircum stances. They w ere  in se r ted  chronologically into a 

field notebook.

3. Gaining rapport: The selection of a cooperating school was made 

with the im portance of gaining rapport  with the  people being studied held 

prom inently  in mind. The investigator made every effort to in su re  that 

his p re sen c e  was unobtrusive and accepted.

^^Anderson, Bureaucracy In Education, p. 53.
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4. Interview: Blau has em phasized that the field situation is  rife 

with serendipity, consequently, questions needed to c larify  observations 

were posed in the m anner of an inform al interview. The questions asked 

and the responses  gained were reco rded  in the field notebook.

5. D irect observation: Clearly, the m ost difficult and im portan t

of the data-gathering p rocedures  used in this investigation was that of

d ire c t  observation. Gold has described  four ro les  tha t one might assum e

39
in conducting field observations. The roles range from  that of complete 

pa rtic ipan t to complete observer .  Between these ex trem es . Gold has placed 

the p a r t ic ip a n t-a s -o b se rv e r  and the o b se rv e r -a s -p a r t ic ip a n t .  The role 

used in th is  investigation b es t  fits tha t of "o b se rv e r-a s -p a r t ic ip a n t .  " In 

essence, the investigator asked questions in o rd e r  to c larify  what was 

being or what had been o b se rv ed -- th is  p rocedure  corresponds with what 

Blau te rm s  active observation. The investigator observed the ongoing 

activ ities  of the school in o rd e r  to determ ine how the ad m in is tra to r  and 

teach e rs  re la ted  to behavioral, adm in is tra tive , and instruc tional ru le s .

The activ ities  and in teractions  of the ad m in is tra to r  and teachers  as they 

re la ted  to the aforem entioned rules w ere  observed and then described  in 

the field no tebook--la te r  to be examined and com pared with the Gouldner 

model of bu reaucra tic  p a tte rn s .  The investigator devoted four school-weeks

^^Blau, Society.

^^Raymond L. Gold, "Roles In Sociological F ie ld  Observations, " 
Social F o rc e s , XXXVI (March, 1958), pp. 217-23.
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to the d ire c t  observation  of organizational behavior. The ro le  of 

o b se rv e r -a s -p a r t ic ip a n t  was assum ed by the investigator fo r a period  

of no le s s  than e ig h t-h o u rs -p e r-d ay  for the twenty days devoted to d irec t  

observation.

T rea tm en t of the Data

The observations of activities and in te rac tions  of the principal 

an d /o r  the te ac h e rs  as they re la ted  to  the ru le s  intended to o rder  and 

control the e lem en ta ry  school and the responses  to questions needed to 

clarify  observations  w ere  examined and com pared  with the types of b u reau ­

cra tic  p a tte rn s  desc ribed  by Gouldner. The data w ere  contained in the 

field notebook. A com parison  of the data with Gouldner's  model of b u reau ­

cra tic  types was intended to enable the invest iga to r to identify those 

b u reaucra tic  p a tte rn s  that appeared in  the opera tion  of the cooperating 

school. Data fac to rs  assoc ia ted  with the th re e  pa tte rns  of b u reaucracy  

were identified through the follovdng c r i te r ia :

1. Who usually  in itia tes  the ru le s?

2. Who usually  enforces the ru les ?

3. Whose values legitim ate  the ru le s?

4. Whose values a re  violated by enforcem ent of the ru le s?

5. What a r e  the s tandard  explanations of deviation from  the ru le s  ?

6. What effects do the ru les have upon the status of the pa rtic ipan ts?
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40
7. What functions a re  being served by the ru les?

Case studies w ere  p rep a red  from  which such factors were gleaned and 

described. Ranniger and others explain that "Cases a r e  w ritten  reports  

of actual happenings. "The c a s e . . .  is a slice of rea lity  tha t provides 

an a lm ost unlimited opportunity for discussion and a n a ly s i s . . .  .

R iley desc ribes  the case study method as a p rocedure  tha t ". . .  can 

be highly effective, especially  fo r exploratory re sea rch , in developing a 

rem arkab ly  full understanding of the social system  under study.

Definition and Use of T e rm s

Activity; The te rm  "activity" is used by Homans as an elem ent of

behavior useful in guiding observation. The " . . .  things people d o . . .  move-

44ments of the m uscles  of man. . . . "  He uses  such words as  "sawing, " 

" s i t s ,"  "drinking, " and "smoking" to exemplify the concept.

B u reau c racy : B ureaucracy , as used in this study, re fe rs  to a form 

of adm in is tra tive  o rgan iza tion --the  te rm  is devoid of commonly assumed 

negative connotations.

Gouldner, B ureaucracy , pp. 216-17.

^^Bill J . Ranniger, E. Wailand Bessent and John T. G reer, 
E lem en tary  School Adm inistration: A Casebook (Scranton, Pennsylvania: 
In ternational Textbook Company, 1969), p. 1.

^^Ibid.

^^Matilda White Riley, Sociological Research: A Case Approach 
(New York: H arcourt, B race  and World, In c . ,  1963), p. 75.

^‘̂ George C. Homans, The Human Group (New York: Harcourt, Brace 
and Company, 1950), p. 34.
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G ouldner 's P a tte rn s  of B ureauc racy : Gouldner identified three

pa tte rns  of indus tr ia l  bureaucracy  based upon an analysis of rules and

the p a r t s  they play in  the actual operation  of the organization. Gouldner's

model is designed as a typology which provides "clues concerning the

specific organizational ch arac te r is t ic s  which generate tensions and arouse 

45complaints. " The patterns of bu reaucracy  a re  of three  types:

1. Mock Bureaucracy:

(a) Rules a re  neither enforced by management nor obeyed 
by w orkers .

(b) Usually entails l i t t le  conflict between the two groups.
(c) Joint violation and evasion of ru les  is bu ttressed  by 

the inform al sentim ents of the partic ipants.

2. R epresen ta tive  Bureaucracy:

(a) Rules a re  both enforced by m anagement and obeyed by 
w orkers .

(b) G enerates  a few tensions, but l i t t le  overt conflict.
(c) Joint support for ru les b u ttre ssed  by informal sentiments, 

m utual participation, initiation, and education of workers 
and management.

3. Punishm ent-C entered  B ureaucracy:

(a) Rules e ither  enforced by w o rk e rs  o r  management, and 
evaded by the other.

(b) Entails  relatively g rea t tension and conflict.
(c) Enforced by punishment and supported by the informal 

sentim ents of c ither w o rk e rs  or management.

'^^Gouldner, B ureaucracy , p. 215. 

"̂ °Ibid. , p. 217.
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In terac tion: Homans' definition of "interaction" is used  in this

s tu d y - - " . . .both verbal and nonverbal communication. "When we

refer to the fact that some unit of activity of a ie  man follows, or, if we

like the word better, is s tim ula ted  by some unit of activ ity  of another

48. . .  then we are  re fe rr in g  to ' in te rac tion '.  "

R u les : As used  in this  study, the te rm  "ru les"  will re fe r  to ru les , 

regulations, and policies intended to o rd e r  and control the operation of 

the e lem entary  school. Rules m ay be written or spoken--they  have been 

categorized under three  headings:

1. behav io ra l- -no rm s  tha t  pe rta in  to the te a c h e r 's  pe rsona l actions 

both inside and outside of the school.

2. ad m in is tra tive --concerned  with the teacher 's  re la tionship  to the 

school and his super io rs .

3. in s truc tiona l--concerned  with the teacher 's  relationship  to students 

in instructional m a tte rs .

‘̂ '^Homans, Human Group, p. 37. 

^ % i d . , p. 36.



CHAPTER II

RELATED LITERATURE

Bidwell has stated that "Few students of organizations have 

turned the ir  attention to schools, and few students of schools have been 

sensitive to th e i r  organizational a ttributes. While acceptance of such 

a s tatem ent depends upon one’s perception of the te rm  "few, " a p e rusa l 

of the l i te ra tu re  suggests that increasing num bers  of students of schools 

a re  becoming sensitive  to schools' o rganizational a ttr ibu tes . Varied 

approaches a r e  being employed to analyze the school organization; one 

m ajo r approach u tilizes  the model of bu reaucracy .

The review of l i te ra tu re  as presented  in th is  study was organized 

into th ree  categories; tha t related  to W eber 's  ideal-t) 'pe construction of 

the b u reau cra t ic  organization; that re la ted  to general works; and that 

re la ted  to the school as a bureaucracy.

The Ideal Type

The te rm  "bureaucracy" lays claim  to being ambiguous in meaning.

Clu . les E . Bidwell, "The School as a F o rm al Organization, " in 
Handbook »i O rgan izations , ed. by Jam es  G. M arch  (Chicago: Rand 
McNally and Company, 1965), p. 972.

24
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•It is  popularly  defined in a deroga tory  sense as all that is  wasteful and 

fru s tra t in g  in the m odern organization. In the non-derogatory  sense it 

" re fe rs  to princ ip les  of organization that find varying degrees  of expression  

in a wide va rie ty  of organizations. Stone explains that the l i te ra l  meaning 

of the word is " ru le  by the office o r  ru le by officials. The crux  of the 

m a tte r  is that bu reau cracy  is  a complicated phenomenon not appropria te ly  

described  by one p h ra se  or one sentence. M erton and others have stated 

that th e re  exists  no well-defined, single conceptual schem e for under­

standing that may be re f e r r e d  to as "the theory  of bureaucracy . "Never­

the less ,  ca tegories  for descrip tion  and analysis, and em p ir ica l  g enera li­

zations connecting these  ca tegories  have been developed, and these  prove 

helpful in analyzing the s t ru c tu re  of b u re a u c ra c y . . . .  "^

The pioneer work in the  study of bureaucracy, which has influenced 

a lm ost all subsequent s tudies  of the phenomenon, was tha t of V/eber. His 

in te re s t  in bu reaucracy  was s tim ulated  by events occurring  in his Germany 

at about the tu rn  of the century. His g rea t  concern with and analysis  of

^Robert C. Stone, "B u rea u c ra cy ,"  in A Dictionary Of The Social 
Sciences, ed. by Julius Gould and William L. Kolb (New York: The 
MacMillan Company, 1964), p. 61.

^Ibid.

“̂ Robert K. M erton and o thers . Reader in B ureaucracy  (Glencoe, 
Illinois: The F re e  P r e s s ,  1952), p. 17.

Sibid.
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authority  and control spawned his description of bureaucracy .

Weber saw organizational forms evolving from  a prim itive , 
sac red , non-specialized  kind of society at one ex trem e toward 
a complex, secu la r ,  associational, contractual, and highly 
specia lized  kind of society  at the o ther ex trem e. In this con­
text bu reaucra tic  behavior in one fo rm  or another is inherent 
in every  type of organization where the re  a r e  complex admini­
s tra t iv e  p rob lem s to be resolved. Accordingly, bureaucracy 
is  not to be confined to political and business institutions as is 
commonly assum ed; it  is to be found in all human ins titu tions- -  
economic, re lig ious, political, cultural, r e c re a t io n a l- - a n d . . .  
in all educational endeavors. ^

Weber applied the concept of the "ideal type" to his analysis of 

bu reaucracy  and his development of the bu reaucra tic  model. W eber's  

form ulations which have served  as w ell-springs  fo r m ost studies of 

bu reaucracy  m ust be viewed through his u se  of the ideal-t'^'pe concept. 

Blau and Scott write:

W eber analyzes bureaucra tic  organizations not em pirically  
but as an ideal type. He does not ch arac te r ize  the 'average ' 
adm in is tra tive  organization; ra the r,  he seeks to bring together 
those c h a rac te r is t ic s  that a re  distinctive of this type. Just as 
we can imagine physicians constructing a model of the perfectly  
healthy man, so W eber attempts to charac te r ize  a perfectly  
bureaucra tized  organization. ^

\

The ideal type is likened to a Utopia by P a rso n s .  He explains

^Mozell Hill, "Toward A Taxonomy Of B ureaucra tic  Behavior In 
Educational Organizations, " in Developing Taxonomies of Organizational 
Behavior in Education Administration, ed. by Daniel E . Griffiths (Chicago: 
Rand McNally and Company, 1969), p. 129.

^P e te r  M. Blau and W. Richard Scott, F o rm al Organizations: A
Comparative Approach (San Francisco: Chandler Publishing Company, 
1962), p .  33.
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that the only positive ch arac te r iza t io n  of the ideal type given by Weber 

is that i t  is  an ab s trac tion  from  the concrete, a group of elem ents forming

O
a unified conceptual pattern . Following P a rso n 's  in terpre ta tion . Hill 

s tates , . . the  concept is a h e u r is t ic  device, a methodological tool, 

derived by abstrac ting  the m o s t  ch arac te r is t ic  aspects  of all known modern 

organizations.

P res th u s ,  in explaining his use of the ideal type in re la tion  to his

work with big organizations, o ffers  the following:

T here  is an analytical fic tion known as the 'ideal t^'pe' concept 
that recognizes the d iv e rs i ty  of big organizations yet enables 
one to study them  with the  hope of building generalizations.
Max Weber called this  tool a  'genera lized  rubric  within which 
an indefinite num ber of p a r t ic u la r  cases  may be classified. '
By this conception, i t  is not essen tia l to work out an ironclad 
definition of 'big organization, ' As the te rm  suggests, an 
'ideal t ’̂p e '  is actually an  illusion, a so r t  of Platonic ideal or 
composite of a ll ca se s  in a given c l a s s . . . .  ^^

Bendix, while explaining tha t the conditions of the m odern state 

enable the c lo ses t  approxim ation to achieving the a ttribu tes  specified in 

the ideal t^'pe, s ta te s  that W eber em phasized that "an ideal type s im pli­

fies and exaggerates  the em p ir ic a l  evidence in the in te re s t  of conceptual

O
Talcott P a rso n s ,  The S tructure  of Social Action (Glencoe, 

Illinois: The F re e  P r e s s ,  1949), p. 603.

*^Hill, "Toward A Taxonomy Of B ureaucra tic  Behavior in Educa­
tional Organizations, " p. 129.

^^Robert P re s th u s ,  The Organizational Society: An Analysis And 
A Theory (New York: A lfred  A. Knopf, 1962), p. 14.
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clarity .  ̂ Thus, the ideal type will never be found to exist in to ta l  in

a concrete situation. Hall, too, s ta tes  that the charac te ris t ic s  po ssessed

by the ideal type a re  em phasized tendencies of concrete  s tructures.

P a rso n s '  com m entary  is, perhaps, the m ost thorough. He endeavors

to outline what the ideal type is not:

. . .  Weber is quite c lear  what it is not: (1) It is  not a hypothesis, 
in the sense that it is  a proposition about concrete  reality which 
is concrete ly  verifiable, and to be accepted in th is  sense as  true  
if verified . In co n tra s t  to th is  sense of concreteness , it is 
abstrac t.  (2) It is  not a description of rea li ty  if by this is m eant 
a concre te ly  existing thing or process to which it corresponds.
In this sense  also it  is ab s trac t .  (3) It is  not an average (Gattungs- 
begriff, in one meaning) in the sense tha t we can say the average  
man weighs 150 pounds. This average is  not an ideal type. (4) Nor, 
finally, is  it a form ulation of the concrete t ra i ts  common to a c lass  
of concrete  things, for instance in the sense  that having beards is 
a t r a i t  common to men as d istinct from  w om en--th is  is a Gattungs- 
begriff in a second meaning.

P a rso n s  d e sc r ib e s  the ideal type as both a b s trac t  and general. He 

sees i t  as plotting a norm atively  ideal course as opposed to a concrete 

course  of action. "But it does describe  what Weber called an 'objectively

R einhard Bendix, "Bureaucracy, " in International Encyclopedia 
of the Social Sciences, ed. by David L. Sills (New York: The MacMillan 
Company, 1968), p. 207.

^^Richard Hall, "The Concept of Bureaucracy: An Em pirical 
A sse ssm e n t ,"  The A m erican Journal Of Sociology, LXIX (July, 1963), 
p. 33.

13P a rso n s ,  Social Action, pp. 603-604.
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possible ' course  of action. IVTiile the ideal type contains no p a r t ic ­

u la r  s tatem ents  of fact, it  does "involve a fixed re la tion  between the 

values of the various va riab le  elem ents involved. Observed devia­

tions from  the ra tiona l ideal-type a re  te rm ed  ir ra t io n a l .  P a rsons  quotes 

Weber: "by com parison  v/ith this (i. e. the ideal type) it is  possible  to 

understand the ways in  which actual action is influenced by ir ra tiona l 

factors of a l l  so r ts ,  such  as affects and e r r o r s . . . .  "^^

Lane, Corwin, and Monahan state that the purpose of the ideal type 

is to a le r t  o b se rv e rs  of bu reaucra tic  organizations to cer ta in  c h a rac te r ­

is tics  such as  rules, specialization, and h ierarchy . They emphasize that 

the ideal type is not to be com pared with reality , " ra th e r  it provides the 

c r i te r ia  by which to com pare  different parts  of the re a l  world. E m pirica l 

investigation will decide if bu reaucrac ies  ex ist in the fo rm  specified by the 

ideal type.

Commenting fu r th e r .  Lane, Corwin, and Monahan, seemingly 

ignoring P a r s o n s '  t ran s la t io n  of Weber, opine: "W eber's  s tre ss  on

^^Talcott P a r s o n s ,  "Introduction, " Max Weber, The Theory of 
Social and Economic O rganization , t ran s .  by A. M. Henderson and Talcott 
P a rso n s  (6th ed. ; New York: The F ree  P re s s ,  1969), p. 13.

^^Ibid.

l ^ lb id . , p. 15.

^^"Willard R. Lane, Ronald G. Corwin, and William G. Monahan, 
Foundations Of Educational Administration: A Behavioral Analysis (New 
York: The MacMillan Company, 1968), pp. 187-88.
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r a t io n a l i ty . . .  tends to obscure  the facts of irra tionality ; the emphasis

on ru les  d ire c ts  the observations away from  conflict; the emphasis on

the public goals of efficiency has led to the assum ption that efficiency

1Ais  the only goal of b u re a u c ra c y . . . . "  They caution tha t the ideal type 

should be used  with d iscrim ination and is m ost meaningful when used as 

a s tandard to com pare  observed situations.

Blau and Scott m ain ta in  that W eber's ideal type is an adm ixture 

of a conceptual schem e and a set of hypotheses. As a conceptual scheme, 

W eber em phasized  what he considered the key elem ents fo r understanding 

the b u re a u c ra t ic  organ ization--h is  way of defining the phenomenon to be 

studied. W eber, re p o r t  Blau and Scott, said in effect tha t bu reaucra tic  

o rganizations will exhibit identifiable combinations of ch a rac te r is t ic s .

Such a conceptual schem e provides im portant fram ew orks  for analysis and 

re sea rch .

While P a r s o n s  quoted Weber as saying the ideal type was not a

hypothesis, Blau and Scott contend that it contains a s e r ie s  of hypotheses.

Weber suggests  that many of the c h a rac te r is t ic s  a ttr ibu ted  to 
b u re a u c ra c ie s  a re  in terre la ted  in p a r t icu la r  ways; for example, 
spec ia liza tion  is said to promote expertness , the authority  
s t ru c tu re  and the existence of fo rm al rules a re  assum ed to make 
vital contributions to the coordination of activ ities, and detach­
m ent is held to in c rease  r a t i o n a l i t y .  F u r th e r ,  Weber states

^% b i d .  , p .  189.

^*^Blau and Scott, F o rm al Organizations, pp. 33-34.
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tha t these c h a rac te r is t ic s ,  and specifically, the ir  combina­
tion function to maximize adm inistrative efficiency. A careful 
reading of Weber indicates that he tends to view elem ents as 
'b u re au c ra t ic '  to the extent that they contribute to adm ini­
s tra tive  efficiency. This contribution to efficiency appears 
to be the c r i te r io n  of 'perfect' embodied in h is  ideal type.

It has been held by some that the ideal type has  contributed to

the crea tion  of organizational mj’th s ,  that there  is nothing ideal about

bureaucracy, th a t  its  use as a model has served to prevent innovation,

and that its  concept should be abandoned because i t  ignores conditions

of the m odern organization. Yet, it rem ains that W eber's  theoretical

analysis of the p rinc ip les  of bureaucracy as perceived  through the ideal

type se rv es  as the m ost logical and respected  s ta r t in g  point for the study

of bureaucracy.

General Works

A compact sum m ary  of W eber's conception of bureaucracy  is

presen ted  by Merton:

As Weber indicates, bureaucracy  involves a c lea r-cu t  division 
of in teg ra ted  activ ities  which a re  regarded  as duties inherent 
in the office. A system  of differentiated contro ls  and sanctions 
is s tated  in the regulations. The ass ignm ent of roles occurs on 
the basis  of technical qualifications which a r e  ascerta ined  
through form alized , impersonal procedures  (e. g. examinations). 
Within the s t ru c tu re  of h ierarch ica lly  a rran g ed  authority, the 
activ ities  of 't ra ined  and sa la ried  experts ' a re  governed by 
general, ab s trac t ,  c learly  defined rules which preclude the 
necessity  for the issuance of specific instructions  for each

^° Ib id . , p. 34.
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specific case . The generality of the ru les  requ ires  the con­
stan t use of categorization, whereby individual problems and 
cases a re  c lass ified  on the basis of designated c r i te r ia  and 
a r e  tre a ted  accordingly. The pure  type of bu reaucra tic  official 
is appointed, e ither by a superio r or through the exercise  of 
im personal competition, he is not elected. A m easu re  of 
flexibility in the bureaucracy is attained by electing higher 
functionaries who presum ably express  the will of the electorate 
(e. g. a body of citizens or a board of d irec to rs ) .

M erton not only concerns h im self with what the bureaucra tic

s truc tu re  attains through its proper function, but is equally concerned

with its dysfunctions. In discussing rules and regulations he warns of

over conformity:

(1) An effective bureaucracy  demands re liab ility  of response 
and s tr ic t  devotion to regulations. (2) Such devotion to the rules 
leads to th e ir  transform ation  into absolutes; they a rc  no longer 
conceived as re la tive  to a given set of pu rposes. (3) This in te r ­
fe re s  with ready adaptation under special conditions not c learly  
envisaged by those who drew up the general ru les . (4) Thus, 
the very  e lem ents  which conduce toward efficiency in general 
produce inefficiency in specific instances. Full rea liza tion  of 
the inadequacy is seldom attained by m em b ers  of the group who 
have not divorced them selves from  the 'm eanings ' which the 
ru les  have for them. These rules in t im e  becom e symbolic in 
cas t, ra th e r  than s tr ic tly  utilitarian.

Hall reviewed the l i te ra tu re  and identified six dimensions of 

bureaucracy  with which to view organizations. He considered the

Robert K. Merton, "Bureaucratic  S tructu re  And Personality , " 
in Reader in B ureauc racy , ed. by Robert K. M erton and o thers  (Glencoe, 
Illinois: The F re e  P r e s s ,  1952), p. 362.

^^Ib id ., pp. 366-67.

R ichard Hall, "The Concept of Bureaucracy: An E m pirical 
A ssessm ent, " The A m erican Journal of Sociology, LXIX (July, 1963), 
pp. 32-40.
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theore tical importance and frequency of citation of ch a rac te r is t ic s  of 

bureaucracy  as stated by the  following authors: Weber, F r ied r ich ,  M er­

ton, Udy, Heady, P a rso n s ,  B erger, Michels, and Dimock.

Hall's  composite is a s  follows:

1. A division of labor based upon functional specialization
2. A well-defined h ie ra rch y  of authority
3. A system of ru les  covering the rights and duties of position 

incumbents
4. A system of p rocedures  for dealing with work situations
5. Im personality  of in te rpe rsona l relations
6. Promotion and selection for employment based upon te ch ­

nical competence^"^

He concluded that, . .  organizations a re  indeed composed of the commonly 

asc r ibed  dimensions, but these  dimensions a re  not n e ce ssa r i ly  all present 

to the same degree in actual organizations. He contends that bureau­

c racy  should be viewed as a m a tte r  of degree ra th e r  than of kind.

Gouldner conducted a study in industria l sociology whereby he 

investigated a factory using W eber's  theory of b u reaucracy  as a guide. ^6 

He constructed case studies which d irected  inquiry into the tensions and 

problem s evoked by bureaucra tiza tion . Documents, in terviews, and direct 

observation w ere  used to obtain em pirica l data. Gouldner focused upon the 

functions of ru les  within the bu reaucra tic  setting. Through his  study.

^ tb id .  , p. 33.

^^Ibid. , p. 38. 

26;̂Alvin W. Gouldner, P a tte rns  Of Industrial B ureaucracy  (Glencoe, 
Illinois: The F ree  P r e s s ,  1954).
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Gouldner desc ribed  th re e  types of bureaucra tic  patterns; mock;

27represen ta tive ; and punishm ent-centered.

Another em pir ica l  study based upon d irec t  observation, docu­

ments, and in terview s was tha t conducted by Blau. He produced a case 

study of two, b u reau c ra t ic  governm ent-departm ents. "The inquiry focuses 

upon the in te rpersona l re la tions  that developed in these two fo rm al o rgan i­

zations and upon the ways in which these re lations influenced operations.

Blau found i t  e ssen tia l  to determ ine which employee p rac tices  corresponded 

to official p ro ced u res  and which prac tices  did not. Blau used  both the work 

of Weber and M erton to es tab lish  the foundation for his s tudy--W eber 's  

requirem ents  for b u reau cracy  and M erton 's functional analysis .

Peabody and Rourke condensed B lau 's  findings as follows:

"Instances of over conformity and res is tance  to change, although som etim es 

enhanced by a dependence on h ie ra rch ica l  authority, were found to be 

alleviated by such fac to rs  as employment security , allegiance to work 

groups, high p ro fess iona l orientation, and changing organizational goals. "^9

"Sum m ary Of F ac to rs  Associated With The Three P a tte rn s  Of 
B ureaucracy" as p re sen ted  by Gouldner is contained in the appendix of 
this study.

2 8pe te r  M. Blau, The Dynamics Of Bureaucracy: A Study Of I n te r ­
personal Relations In Two Government Agencies (Revised Edition; Chicago: 
The University  of Chicago P r e s s ,  1966), p. v.

^*^Robert L. Peabody and F ranc is  E. Rourke, "Public B ureaucrac ies ,  " 
in Handbook of O rgan izations , ed. by Jam es  G. M arch (Chicago: Rand 
McNally and Company, 1965), pp. 811-12.
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Blau commented on the paradox of dem ocracy  and bureaucracy, describing

them as two fundam entally  different analy tical types of social organization.

While b u re a u c racy  is not suited fo r  deciding between alternative 
ends, it is  b e t te r  suited than dem ocracy  for implementing these 
decisions. Hence, the two form s of organization a re  com ple­
m entary . . .  .

The co -ex is ten ce  of dem ocratic  and bureaucratic  institutions 
in a society . . .  poses a paradox. B ureaucracies  seem to be 
n e c e s sa ry  for, and sim ultaneously incompatible with, m odern 
dem ocracy . In a m ass  society dem ocracy depends on bureau­
c ra t ic  institu tions , such as a complex m achinery for electing 
rep re se n ta t iv e s  and efficient productive units that make a 
high s tan d a rd  of living for all people possible . Yet, by con­
centrating pow er in the hands of a few men in  business and 
governm ent, b u reaucrac ies  th rea ten  to destroy democratic 
ins titu tions.

Our d em ocra tic  institutions o rig inated  at a  time when bureau­
c rac ie s  w e re  in a rud im entary  stage and hence a re  not designed 
to cope with th e ir  control. To extend these institutions by 
developing d em ocra tic  methods fo r governing bureaucrac ies  
is, p e rh ap s ,  the c ruc ia l problem  of our age.

Thompson d iscu ssed  the conflict between h ierarch ica l authority 

and p ro fess iona l spec ia liza tion .^^  In his view, the most evident ch a rac ­

te r is t ic  of m o d ern  b u reaucracy  is an  increasing  distance between p ro fe s ­

sional sp ec ia l is ts  and the incumbents of h ie ra rch ica l  position. The situation 

is rife with tension . The insecure  b u reau cra t ic  office-holder, through his 

dedication to routine and procedure, r e s i s t s  change and becomes increasingly

^®Blau, D ynam ics B ureaucracy , pp. 264-65.

Victor A. Thompson, M odern Organization (New York: Alfred 
A. Knopf, 1961).
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aloof. Thompson contends tha t while tension of this so r t  is a na tura l 

consequence of bureaucracy , it can be mediated by leadersh ip  steeped 

in hum an-re la tions skills.

P re s th u s  conducted an analysis  that was concerned with assess in g  

the  influence of social values and bu reaucra tic  s truc tu res  upon m em bers  

of the big organizations diffused throughout our society. "More specifi­

cally, it a ttem pts  to define the p a tte rn s  of individual accommodation that 

occur in the bu reaucra tic  m ilieu . In P res th u s '  inquiry the te r m s  "big 

organizations" and "b u reaucra tic  s t ru c tu re s"  a re  synonymous. He 

defined "big organization" a s  any bureaucra tic  system  la rge  enough to 

p reven t face-to -face  in te rpersona l re la tions  among m ost of the sys tem 's  

m em b ers .  He contends that all such organizations operate s im ila rly . 

P re s th u s  was influenced by W eber 's  descrip tion of bureaucracy  and M erton's 

idea of functional analysis .

P re s th u s  views big organizations as instrum ents of socialization 

"providing physical and m o ra l  substenanoe for the ir  m em bers  and shaping 

th e i r  thoughts and behavior in countless ways. He postulates tha t big 

o rganizations ' im personal, long-range  objectives have dysfunctional, 

anxiety-producing re su lts  for th e ir  m em bers . He distinguishes th ree  

personali ty  types for adapting to the demands of the organizational society:

32Robert V. P res th u s ,  The Organizational Society: An Analysis And 
A Theory (New York: Alfred A. Knopf, 1962), p. 3.

^^Ibid. , p. 16.
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upward-mobile s, indifférants, and ambivalents.

The upward m obiles a re  those who reac t  positively  to the 
bureaucra tic  situation and succeed in it .  The indifférants
a re  the uncommitted m ajority  who see th e ir  jobs as m ere  
instrum ents  to obtain off-work satisfactions. The am biva­
lents are  a sm all,  perpetually  disturbed m inority  who can 
neither renounce the ir  claim s for status and power nor play 
the disciplined role  that would enable them  to cash in such 
claims.

School and Bureaucracy 

In 1965 Bidwell stated: "T here  is no existing study of the 

prevalence or incidence either of bureaucra tic  s t ru c tu re s  o r  p ro cesses  

in school system s or of the ir  consequences fo r schoo l-sys tem  operations. 

Nor has there  been any adequate work on the in te rp lay  of bureaucra tiza tion  

and p ro fessionalism  in sch o o ls . . . . "  Bidwell lam en ts  the fact that few 

studies have followed the lead of W aller 's  Sociology of Teaching in viewing 

the school as a bu reaucracy  s truc tu red  by modification. ". . .  W aller was 

suggesting .. .  that the in tr insic  nature of teaching runs counter to the 

bureaucra tic  princ ip le  of school organization and that, paradoxically , to 

perfo rm  adequately in his office the teacher is  fo rced  to violate the ru les 

of perform ance.

^t b i d . , p. 15.

^^Charles E. Bidwell, "The School as a F o rm al Organization, " 
in Handbook of O rganizations, ed. by James G. M arch  (Chicago: Rand 
McNally and Company, 1965), p. 992.

^^Ibid . , p. 979.



38

Bidwell in te rp re ts  Waller as  viewing the school not only as an

organization but also a sm all society. Waller argued that,

the relations of students and school staffs center on conflict 
and mutual hostility. This form s the teaching staff in the 
school into a tightly knit 'fighting group' struggling to maintain 
o rd e r  and motivation through the use of official and adult 
authority, mixed with efforts to penetrate  the boundaries of 
the student group by personal warmth and responsiveness.
The students a lso  a re  form ed into a 'fighting group, ' that 
attem pts to p re se rv e  its own way of life and to deflect or 
ass im ila te  the demands of teach e rs .

Thus, in W aller 's  analysis , school adm in is tra to rs  a re  faced with two

distinct social s truc tu res  existing in the school society--the staff, cen tered

on colleague in te re s ts ,  and the students, centered on childhood in te re s ts .

Bidwell concluded his  in te rpre ta tion  of Waller in the following

manner:

Consequently, the school adm in is tra to rs ,  like teachers , m ust 
exerc ise  p r im ari ly  dominative authority and enforce te ac h e rs '  
compliance to ru les  and policies. To borrow Gouldner' s te rm s .  . . ,  
the effect of the small society of the school, interacting with the 
school's  vulnerability to its environment, is to push its  form al 
s tru c tu re  in the direction of punishm ent-centered, ra th e r  than 
represen ta tive  bureaucracy . 38

Addressing them selves to the question of professional-em ployee 

ro le  conflicts. Lane, Corwin, and Monahan re i te ra te  the often-made s ta te ­

ment that inconsistencies between professional and bureaucra tic  princ ip les

37 lb id ., p. 979-80. 

38 ib id ., p. 980.
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a re  responsib le  for tensions. They chose th ree  bureaucra tic  principles 

to serve  as a point of departure  for conceptualizing organizational role 

c o n f l ic ts - -1) s tandardization of work; 2) specialization of jobs; and 

3) centralization of authority. They re p re se n t  each principle as a separa te  

continuum ranging in nature  from  m o re  to le ss  b u reaucra tic— refer to 

the ir  table on the following page.

Lane, Corwin, and Monahan state  that the varying arrangem ents  

of these bu reaucra tic  princ ip les  in the school organization determine the 

degree of p ro fess iona lism  or b u reaucra tiza tion  displayed by teachers  and 

ad m in is tra to rs  in th e ir  school re la tionsh ips  and interactions. They con­

tend, also, that tensions vary  in kind from  organization to organization:

. .  . group p rac tice  of medicine is ch arac te r ized  by a highly 
specialized but uncentralized  fo rm  of bureaucracy . On the 
other hand, school system s probably do not differ from 
fac to ries  in degree of centra liza tion , or even of s tandardi­
zation, but they differ fundamentally in level of specialization 
of the ir  personnel. T herefore , because of these different 
configurations of b u reau cra t ic  p rinc ip les , different types of 
tensions would be expected in schools, m edical centers, and 
fac to ries .

M oeller investigated the influence of bureaucra tic  organization 

upon te ac h e rs '  sense  of power to affect policy within the school system.

Willard R. Lane, Ronald G. Corwin, and William G. Monahan, 
Foundations Of Educational A dm inistration: A Behavioral Analysis (New 
York: The M acMillan Company, 1968).

^^Ib id . , pp. 406-407.

"^^Gerald H. M oeller, "The Relationship Between Bureaucracy In 
School System Organization And T e a ch e rs '  Sense Of Power, " D isserta tion 
A b s tra c ts , XXIII (April-June, 1963), pp. 4589-4590.
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Twenty schools w ere  rated by a panel of judges as to the ir  degree of 

b u reau cra t iza t io n —the rating was based upon reputation. T eachers  

responded to a questionnaire which included a sense of power scale  and 

indices designed to determine teach e rs '  exposure to pow erlessness -  

producing effects.

M o elle r 's  m a jo r  hypothesis was that bureaucra tic  s tru c tu re  would 

induce a sense  of pow erlessness  in teachers . "C ontrary  to the hypothesis, 

teache rs  in bu reau cra t ic  system s were significantly higher in sense of 

power in all analyses  of subgroups than were teachers  in the less  fully 

bu reaucra tic  sy s tem s. He concluded that bu reaucra tic  s tru c tu re  

seem s to induce feelings of power in teachers  because of b u reau c racy 's  

inherent predic tab ility .

The contention that W eber's  ideal-type model of bureaucracy  has 

not been applied to various contem porary organizations, motivated M iller 

to investigate five public schools. M iller offered ten hypotheses p r e ­

dicting close re la tionsh ips  among the variables expertise , authority, 

control, and leg itim acy. He contends that W eber's  original analysis  of 

b u reaucracy  is useful for predicting behavior in the school organization.

He in te rp re ts  W eber as insisting that im personality  and rigidity a re  

n ece ssa ry  e lem ents  of organization; M iller found these two elem ents

"^^Moeller, D isserta tion  A b s trac ts , pp. 4589-4590.

^■^Jon P a t te r s o n  Miller, "Relations Among E xpertise , Authority, 
Control And Legitirnacy In W eber's  Model of Bureaucracy: Contem porary  
Evidence, " D isse r ta tion  A b strac ts , XXIX (January-M arch, 1969), p. 3236.
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m issing in the schools included in his study.

Anderson 's  study examined the contrasting functions of ru les in the 

school bureaucracy . A sample of ten junior high schools from  a la rg e  

metropolitan  school d is tr ic t  provided the data for his complex-designed 

examination of bureaucracy  in education. He organized the ru les  of the 

school d is t r ic t  into three categories : 1) behavioral, those ru les  that p e r ­

tain to the te a c h e r 's  personal actions; 2) adm inistra tive , those ru les  con­

cerned with the teacher and his re lationship to the school and his superio rs ;  

and 3) instruc tional, those ru les  re la ted  to the te ac h e r 's  relationships to 

students in instructional m a tte rs .  Behavioral, adm inistra tive , and in s t ru c ­

tional ru les  a re  viewed as pa tte rns  of adm inistra tive  control with functional 

and dysfunctional ends. Anderson sta tes  that rules become the b e a r e r s  of 

organizational authority.

In his study, Anderson found that the degree to which teach e rs  w ere  

perm itted  to exerc ise  d iscretion  in instructional m a tte rs  was re la ted  to  ̂

the ir  sex, tenure, and teaching experience. He found that ru les served  to 

make the im position of h ie ra rc h ica l  authority  m ore to lerable  to t e a c h e r s - - 

hence, ru les appear to m ediate  authority  conflict. He advocates investing 

a substantial amount of authority in the hands of teachers .

Sheppard based  a study "upon the conceptual fram ew ork that o rgan i­

zation of productive activities is essen tia l to achievement of p re sc r ib ed

45Jam es G. Anderson, B ureaucracy  In Education (Baltimore: The 
Johns Hopkins P r e s s ,  1968).
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goals, that goals of public education could be m et within an organiza­

tional a rran g em en t charac te ris tic  e ither of bu reaucra tic  o r  professional 

orientation, but that the two create  authority  s truc tu res  incompatible 

with one another. Bureaucratic  authority  was defined by Sheppard 

as that in which final instructional decisions were made near o r  a t the 

top of the organizational hierarchy. P ro fess iona l authority was defined 

as that in which instructional decision-m aking was made near the in s t ru c ­

tional ta sk - -p r in c ip a ls ,  departm ent chairm en, and teachers  were consid­

ered occupants of offices near the ins truc tional task .

A questionnaire  was used by Sheppard to determ ine elem entary 

and secondary te ac h e rs '  perceptions of cu rren t  and p re fe rred  authority  

s tru c tu re s .  Among his conclusions were:

1. E lem entary  and secondary teachers  uniformly perceived 
existing au thority  s truc tu res  as m ore  nearly  bureaucra tic .

2. Secondary teachers  perceived  p re fe r re d  s truc tu res  as 
m o re  nearly  professional, and e lem entary  teache rs  view them 
as more near ly  bureaucratic .

3. T eachers  p re fe rred  c lass ro o m  and faculty m atte rs  to be 
within the professional s truc tu re  and educational policy and 
fisca l m a t te r s  to be within the bureaucra tic .

Dempsey attem pted to explain the  p a r t  that the clash between b u reau ­

cra tic  s tru c tu re  and teacher p rofessionalism  contributed to conflict within

"^^Bertram F. Sheppard, ' 'D ifferences In P ro fess iona l And B u reau ­
cra tic  S e lf-Percep tion  Of Public School T eachers , " D isserta tion A bstrac ts ,  
XXX (November, 1969), p. 1794.

47lhid.
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/ O
•a public school system . He a s se ssed  the degree of bu reaucracy  

existing in a public school system  through the use of C orw in 's  "M easures 

of B ureauc ra tic  C h arac te r is t ic s .  " He then adm in is tered  a professional- 

orientation questionnaire  to the teache rs  of the system . The construction 

of case  studies enabled him to identify, describe, and analyze a re a s  of 

conflict.

Dempsey wrote: "It was found that indeed the school system  was 

a f irm ly  entrenched bureaucracy; that the teachers  were m ilitan t and 

espoused p rofessionally  oriented goals; and that recent, severe  conflict 

within the school system  was brought about d irectly  by the clash of these 

two fo rces .

In a study designed to "determ ine whether o r  not te a c h e rs '  p ro fe s ­

sional o r  bureaucra tic -em ployee  orientations have d ifferent effects on 

te a c h e rs '  percep tions  of the ir  satisfaction and self-effectiveness  in re la ­

tion to th e ir  perception  of sy s tem -o r ien ted  and p e r  son-orien ted  leader 

behavior of the princ ipal, " McQuillin found:

1. D ifferences between b u reaucra tic -em ployces ' and p ro fess ionals '

"^^Vincent F. Dempsey, "An A ssessm en t of Conflict Between B ureau­
c racy  And P ro fess iona liza tion  In A School System, " D isse r ta tion  A b s trac ts , 
XXX (January, 1969), p. 2746.

49lbid.

Wayne R. McQuillin, "T e ac h e rs '  Percep tion  Of The P r in c ip a l 's  
L eader  Behavior Examined In Relation To The T ea ch e rs '  P ro fess io n a l  or 
B ureaucra tic -E m ployee  Orientations And Their P e rcep tio n s  Of Satisfaction 
And Self-E ffec tiveness, " D isserta tion  A b s tra c ts , XXXI (December, 1970), 
p. 2652.
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perceptions of satisfaction and self-effectiveness were not re la ted  to the 

differences in perceived  leader behavior.

2. T here  was no significant d ifference in the way professionals  

and bureaucra tic -em ployees  perceived  the leader behavior dimension for 

a given principal.

3. B ureaucra tic -em ployees  p e rce ived  h igher degrees of s a t i s fa c ­

tion and se lf-effectiveness  than did p ro fess ionals .

Hill has set forth  a taxonomic schem e for classifying bu reaucra tic

behavior in m odern  educational organizations.  ̂  ̂ He contends that the

"flow of authority  is the discrim inating variab le  that determines the struc-

52tu re  and function of bu reaucra tic  behavior in any formal organization. " 

Through a system  of recording and classifying field study data, Hill 

devised eight c la sses  of bureaucra tic  behavior ranging from Rational- 

Specific-Univer sali stic to N on-ra tiona l-D iffuse -P articu la r is t ic .

The following propositions were offered by Hill:

1. School adm in is tra to rs  whose organizational behaviors a re  
ra tional with reg a rd  to goal d irec tions  tend to delegate more 
au thority  than do school adm in is tra to rs  whose organizational 
behaviors  a re  non-rational.

2. School ad m in is tra to rs  whose organizational behaviors a re  
functionally specific with regard  to ro le  dimensions tend to 
handle the 'flow of authority ' in th e i r  school organizations m ore

^^Mozell Hill, "Toward A Taxonomy Of B ureaucratic  Behavior In 
Educational Organizations, " in Developing Taxonomies of Organizational 
Behavior in Educational Administration, ed. by Daniel E. Griffiths (Chicago: 
Rand McNally and Company, 1969), pp. 128-164.

^^ I b i d . , p.  139 .
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ra tiona lly  than do school ad m in is tra to rs  whose behaviors a re  
functionally diffuse.
3. School ad m in is t ra to rs  whose organizational behaviors
a r e  un iv e rsa lis t ic ,  tha t is, based on im personal considerations, 
tend to use le ss  pow er in the ir  interactions with staff m em bers  
and to evoke fewer sanctions fo r compliance than do school 
a d m in is tra to rs  whose organizational behaviors a r e  p a r t icu ­
la r i s t i c  and whose in teractions with staff a re  based on personal 
considera tions .
4. A dm inis tra tive  behavior that depends upon trad ition  and 
the ch ar ism a  of the 'm en a t the top' of the h ie ra rch y  as the 
source  of au thority  in the school organization tends to generate 
m o re  ro le  conflict among organization m em bers  than adm ini­
s t ra t iv e  behavior that depends upon 'legal' and official ru les as 
the source  of au thority  does.
5. School ad m in is t ra to rs  whose behaviors a re  p a r t ic u la r is t ic  
in the affectivity d im ension tend to co-opt personnel that has 
low m ora le  and accordingly  is indifferent to the goals of the 
school organization, while school ad m in is tra to rs  whose behaviors 
a r e  u n iv e rsa l is t ic  tend to co-opt personnel that has high m orale  
and accordingly  is com m itted to the goals of the school o rgani­
zation.
6. School a d m in is t ra to rs  whose behaviors a re  rationally  based 
tend to allocate g r e a te r  p res tige  and g re a te r  amounts of p r iv i ­
leges  to staff pe rso n n e l  than do school adm in is tra to rs  whose 
behaviors  a re  non-rational.

D e rm e r  "sought to de te rm ine  if the theoretical fram ew ork  presen ted  

by Gouldner could account fo r  the p rocess  of effective leadersh ip  styles 

within an urban  school operating  under a union contract. Gouldner's

model se rv ed  as a m ethodological tool for D erm er to desc ribe  and analyze 

the behavior of te a c h e rs  and ad m in is tra to rs  in a secondary school. It was

53ibid. . p. 161.

^^A rthur R. D erm er, "A Study Of The Significant V ariables Relating 
To Union And A dm in is tra tive  Behavior In An Educational Bureaucracy, " 
D isserta tion  A b strac ts ,  XXIX (June-August, 1968), p. 2472.
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found that G ouldner 's  pa tte rns  of bureaucracy--m ock , rep resen ta tive , 

p u n ish m en t-cen te red --w ere  identifiable and could account for human 

behavior.

D e rm er  d esc ribed  a fourth pa tte rn  of bu reaucracy . F rom  observed 

behavior which did not conform with Gouldner's  pa tte rns  he identified and 

labeled m ock-com pliance , a p a tte rn  combining features of both mock 

bu reau cracy  and rep resen ta t iv e  bureaucracy.

Fox designed a study to te s t  Gouldner's model of patterns of indus-

55
tr ia l  b u reau c racy  in the junior-high-school setting. Fox used d irec t  

.observation for collecting data. His observations  were guided by Homans' 

e lem ents of activ ities, in te rac tions, and sen tim ents . Case studies were 

constructed  by which the data were  analyzed through comparison with 

Gouldner's  model.

Fox found tha t  the p a tte rn s  described by Gouldner were operating 

in the school environm ent used in the Fox study. He found that mock, 

rep resen ta t iv e ,  and punishm ent-centered p a t te rn s  could account for only 

p a r t  of the behavior of the teachers  and princ ipal operating under a union 

contract. A deviant pa t te rn  was d e sc r ib ed -- in v e rse  punishm ent-centered.

55 B ern ard  A. Fox, "The Application Of Gouldner's Theory Of 
B ureaucracy  To The B ureaucra tic  Behavior Of A P r inc ipa l Operating 
Under A Union C ontract F ro m  The Perception  Of The Principal, " 
(unpublished Ed. D. d isse rta tion , New York University , 1968).
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Summary

W eber 's  theore tica l analysis of the p rincip les  of bureaucracy  as 

perce ived  through the ideal type serves as the m ost logical and respected 

starting point for the study of bureaucracy . The use of the bureaucra tic  

model is an accepted way of analyzing organizations. Several schemes 

have been developed whereby varying kinds of organizational pa tte rns  have 

been com pared  with the ideal-type bureaucracy  o r with p a rticu la r  charac ­

te r is t ic s  of it. All r e s e a rc h e r s  and w ri te rs  recognize a system  of rules, 

regulations, and p rocedu res  as an essen tia l  ch arac te r is t ic  of bureaucracy.

The school organization is bureaucra tic  in nature and reflec ts  the 

com plexities a ssoc ia ted  with the te rm  "bureaucracy . " Many of the tensions 

found in the school organization can be re la ted  to the functioning of the 

p rinc ip les  of bureaucracy . Most studies of school bureaucracy have been 

concerned with degree of bureaucracy  ra th e r  than type. Inadequate a tten­

tion has been given to identifying kinds o r  types of bureaucra tic  patterns 

operating within the school organization, especially  at the e lem entary- 

school level.



CHAPTER III 

PRESENTATION AND ANALYSIS OF DATA

The data for this  study were gathered  from  an elem entary  school 

in a large, suburban school d is tr ic t .  The investigator assum ed the ro le 

of " o b se rv e r-a s -p a r t ic ip a n t"  and observed  the ongoing activities of the 

e lem entary 'school in o rd e r  to determ ine how the adm in is tra to r  and teach e rs  

re la ted  to behavioral, adm in is tra tive , and instructional ru les . C u rren t 

d is tr ic t  and school handbooks, bulletins, faculty-m eeting minutes, and 

notes were system atica lly  searched  fo r  the purpose of arranging ru les  

under the headings of behavioral, adm in is tra tive , o r instructional.

The ac tiv ities  and in teractions of the adm in is tra to r  and teach e rs  as 

they re la ted  to the aforementioned ru les w ere  observed and then desc ribed  

in a field notebook. Case studies were then w ritten  using the data contained 

in the notebook. Each case  was examined, analyzed, and com pared with 

the types of bu reaucra tic  pa tte rns  described  by Gouldner. A com parison 

of the data a s  contained in the cases with Gouldner's  model of bu reaucra tic  

types was intended to enable the investigator to identify those bureaucra tic  

p a tte rns  that appeared  in  the cooperating school.

49
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P reva iling  B ureaucra tic  P a t te rn  

One question explored by this study was: Which type of bureaucra tic  

p a tte rn  as described  by Gouldner can be observed  m ost often in the conduct 

of the organizational affairs  of the e lem en tary  school? This investigator 

collected data fo r twenty-eight cases. A com parison  of each case with 

Gouldner's  model allowed the investigator to identify each case  as an 

example of mock, rep resen ta tive , o r  punishm ent-centered  bureaucracy . 

Fourteen, o r  fifty percent, of the case s  observed  were discovered to be 

of the mock bu reaucra tic -type .

TABLE 1

NUMBER AND PERCENTAGE OF THE CASES REPRESENTING GOULDNER'S 
BUREAUCRATIC PATTERNS AS IDENTIFIED 

IN THE COOPERATING SCHOOL

Type of B ureaucra tic  P a tte rn  Number of C ases P e rcen t

Mock 14 50.0

R epresentative  8 28.6

P unishm ent-C entered  6 21.4

Total 28 100.00

The pun ishm ent-cen tered  type of bu reaucra tic  pa tte rn  was rep resen ted  

by six cases . Eight cases  w ere  identified as rep resen ta tive  bu reau cra tic -  

type s. The prevailing pa tte rn  discovered  in  the cooperating school was that
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of mock b u re a u c ra c y  with its a ttendant ch arac te r is t ic  of re la tively  low 

tension-inducing potential» The punishm ent-cen tered  bureaucra tic  pa tte rn , 

with its  h igh po ten tia l for inducing tension, appeared the fewest num ber of 

tim es in the ca se s  observed .

During the p e r io d  of observation, the prevailing pa tte rn  within the 

conduct of the organ izational a ffa irs  of the cooperating e lem entary  school 

was observed  to be tha t of the m ock bureaucra tic  type.

TABLE 2

NUMBER OF IDENTIFIED RULES BELONGING TO 
PARTICULAR CATEGORIES FOUND IN EACH 

TY PE OF BUREAUCRATIC PATTERN OBSERVED 
IN THE COOPERATING SCHOOL

Type of 
B ureaucra tic Rule Category

P a t te rn Ins truc tiona l Behavioral Administrative Total

Mock 5 2 7 14

R epresen ta tive 3 0 5 8

Punishm ent- 
Cente red 3 0 3 6

Total 11 2 15 28

Table 2 d isp lays  the num ber of t im es in which instructional, behavioral, 

and ad m in is tra t iv e  ru le s  w ere  identified as appearing in the twenty-eight 

cases  d e sc r ib ed  by the investigator . Rules categorized as adm in is tra tive
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were rep resen ted  in fifteen of the twenty-eight cases. Behavioral ru les  

w ere observed  in two cases . Eleven of the observed cases  w ere concerned 

with ru les  categorized as instructional.

Deviant B ureaucra tic  Patterns

A final anc il la ry  question explored by this study was: Can types of 

b u reaucra tic  p a tte rn s  be identified that do not f it  any of the types described  

by Gouldner ?

Fox conducted a study using the Gouldner model for identifying 

p a tte rn s  of b u reaucracy  a t  the secondary-school level. He was able to 

identify a deviant pa tte rn ; he te rm ed  the pattern "Inverse Punishm ent- 

centered.

To explain the deviant data, th is  study has described  an additional 
p a t te rn  of bu reaucracy  (Inverse Punishm ent-centered) in which 
the  one who m akes the rule opposes its enforcem ent through s t r ic t  
in te rp re ta t io n  while the one who does not make the ru le  enforces 
i ts  s t r i c t  in te rp re ta tion . This pattern , like the punishm ent- 
cen tered  pa tte rn , usually  entails  relatively g re a t  tension and con­
flict. ^

D erm er, using the Gouldner m odel at the secondary-school level, 

stated: "The w r i te r  observed some behavior which did not conform to 

any of the pa tte rns  described  by Gouldner. A new pa tte rn  combining

B ern ard  A. Fox, "The Application Of Gouldner's P a t te rn s  Of 
B ureaucracy  To The B ureaucra tic  Behavior Of A P rincipal Operating 
Under A Union C ontract F rom  The Percep tion  Of The P r in c ip a l"  
(unpublished Ed. D. d isserta tion . New York University, 1968).

^Ibid.
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several of the fe a tu re s  of both the 'mock' and represen ta tive  patterns  was 

identified and labeled 'mock-compliance.

This  inv es t ig a to r  did not d iscover a deviant bu reaucra tic -pa tte rn . 

While many cases  d iffered  in  p a r t  from, the model described by Gouldner, 

each case  did display in  to ta l the ch arac te r is t ic s  or symptoms defined by 

Gouldner to qualify as mock, rep resen ta tive , o r  punishm ent-centered. The 

one fac to r  Gouldner associated  with the th ree  pa tterns of b u reaucracy  that 

deviated the m o st in the data collected fo r this study was in who initiated 

the ru le . Not all m ock  patterns  were products of rules initiated by some 

outside agency such  as the state  o r  federal government, the local f ire  

department, police department, o r  insurance company. Most ru les that 

produced mock p a t te rn s  were initiated by local schoo l-d is tr ic t  individuals 

or groups from  outside the cooperating school but from within the coopera­

ting school d is t r ic t .  Not all rep resen ta tive  patterns were initia ted jointly 

by te ach e rs  and ad m in is tra to r .  Not all of the punishm ent-centered  patterns 

were initia ted  and enforced by ad m in is tra to r  as opposed to te ach e rs  o r  vice- 

ve rsa .

E x is tence  of the B ureaucra tic  P a tte rns  

The basic question posed by this study was: Can the th ree  types of 

bureaucra tic  p a t te rn s- -m o ck ,  rep resen ta tive , and pun ishm en t-cen te red --

3
A rthu r  R. D erm er, "A Study of the Significant V ariables Relating 

to Union and A dm inis tra tive  Behavior in an Educational Bureaucracy, " 
D isserta tion  A b s trac ts ,  XXIX (February , 1969), p. 2472.
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described by Gouldner and identified through an  analysis of ru les  and 

their uses be found to exist in the operation of the e lem entary  school?

The investigator contends tha t  the th ree  b u reau c ra t ic  p a tte rns  described 

by Gouldner were in evidence at the cooperating e lem entary  school during 

the period of observation.

Data were collected fo r  twenty-eight cases  that, when analyzed, 

provided examples of mock, represen ta tive , and punishm ent-centered 

bureaucracy. Nine case  studies and the ir  analyses  a re  h e re in  presented. 

Each p a t te rn  of b u rea u c ra c y  is rep resen ted  by th re e  case studies and 

. analyses.

Mock B ureaucracy  

Gouldner su m m arizes  the defining c h a ra c te r is t ic s  o r  symptoms of 

mock bu reaucracy  as  follows: "(a) Rules a re  ne ith e r  enforced by m anage­

ment no r  obeyed by w orkers ,  (b) Usually en tails  l ittle  conflict between 

the two groups, (c) Joint violation and evasion of ru les  is bu ttressed  by 

the informal sen tim ents  of the participants.

The case studies  that follow conform to the  aforementioned defining 

charac te r is t ic s  o r  sym ptom s of mock bu reaucracy . All nam es used in 

the case studies a r e  fictitious.

4
Alvin W. Gouldner, P a tte rn s  of Industr ia l  B ureaucracy  (Glencoe, 

Illinois: The F ree  P r e s s ,  1954), p. 217.
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Teacher s -In-Room s Case Study (An example of Mock B ureaucracy)

Rule: "T eachers  shall be in th e i r  respective room s ready  to receive  pupils 

th ir ty  m inutes before the beginning of the m orning sessions  and shall rem ain 

on duty in th e ir  rooms th ir ty  m inutes a fte r  the afternoon s e s s io n . . . " 

(Administrative)

Each  m orning a group of te ac h e rs ,  varying in composition but num ­

bering about fifteen, m e e t  in the teach e rs '  lounge which is situated adjacent 

to the office of the p rinc ipa l.  The princ ipal is often moving in  and out of 

the lounge exchanging p leasa n tr ie s  and d iscussing topics of in te re s t  con­

cerning the school, i ts  inhabitants, and its environment. Morning c la s s ­

room sessions  a re  scheduled to begin prom ptly  a t  8:30. Some teac h e rs  a re  

in the lounge by 7:40 each  morning, m ost en te r  a t  8:00 a. m . , while a few 

join the group between 8:00 a. m . and 8:10 a .m .  The princ ipal is in  the 

lounge-office a re a  by 7:30 each m orning. The m edia center, a c ro s s  the 

hall from  the p r in c ip a l 's  office, is the scene of busy te ac h e r-ac t iv i ty  

every m orning between 7:45 and 8:15. Approximately one-fourth  of the 

school's  twenty-eight te ach e rs  spend the half hour before school commences 

in the ir  individual room s.

The situation following the d ism issa l  of the children at the end of 

the school day is s im ila r .  The location of the g re a te s t  teacher-ga the ring
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does shift, though, from  the lounge to the m edia cen te r  and to  a small

w orkroom  contiguous with the lounge. The princ ipal is usually working

in his office o r  c irculating among the te ac h e rs  v is iting  with them. While

m ore  teach e rs  spend the half hour following the d ism is sa l  of the children

working in th e ir  individual room s than spend the m orning working in th e ir

room s, le ss  than half of a ll the c lass ro o m  teache rs  spend the half hour

a fte r  school in th e ir  room s.

On Tuesday a note from  the building princ ipal was posted  in the

lounge on the door of the cabinet tha t holds the te a c h e rs '  coffee cups. The

d is t r ic t 's  D irec to r  of E lem en ta ry  Education would be a v is i to r  in the building

som etim e during the day on e ithe r  Thursday  or F r iday . The note was a

rem inder  to t ry  to " . . .  take care  of m ost of your bus iness  in your rooms

both before and a fter school during these  two days. "

Ralph Towers [the d is t r ic t 's  D irec tor  of E lem en ta ry  Educating 
has indicated tha t he will v is i t  us [the school] som etim e during 
the  day e ith e r  this T hursday  o r F riday . I think it would be a 
good idea for you to take ca re  of m ost of your business in your 
room s both before and a f te r  school during these  two days.

On Thursday of the week four te ach e rs  stayed in the lounge as late

as 8:05 a .m .  before  leaving, a ll o ther te ac h e rs  had left  before  8:00 a .m .

The m a jo rity  of the te ac h e rs  w ere  in the ir  room s fo r  a  half hour following

the end of school on Thursday. On F riday  m orning no teache r  was in the

lounge a f te r  8:00 a. m. It appeared  as though nearly  a l l  of the teachers

were in th e ir  room s. That F r id ay  evening many te ac h e rs  left for home



57

early  and many re laxed  in  the lounge. The media center and workroom 

w ere being used  by some teach e rs .  Few teach e rs  stayed in th e ir  rooms 

for one-half hour following the d ism is sa l  of the children.

Analysis of Rooms Rule

Who initiated the ru le  ?

The ru le  was initiated in the  cen tra l office of the school district and 

appeared in the handbook for te ac h e rs  p re p a red  by the cen tra l office staff.

No individual from  the cooperating school was involved in the decision­

making p ro cess  which promoted the estab lishm ent of the ru le . This 

o b se rv e r  asked  each  of the twenty-eight te ach e rs  the following question;

"Did you have any say in the development of this ru le ? "  No teacher 

responded affirm atively .

Who usually enforces the ru le?

The ru le  was observed  to be r a re ly  enforced. Neither principal nor 

teach e rs  s tr ived  to enforce it.

Whose values legitim ate the r u l e ?

N either the principal nor the  teach e rs  could legitim ate the rule 

according to th e ir  own values. Stated a s ix th-grade  teacher: "So many of 

the things I need to do to p re p a re  fo r my teaching can 't be done in my room.

If 1 can use fifteen minutes in the media cen ter o r  the workroom , I'll take it. "
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A fourth -g rade  teacher  said, "I enjoy the opportunity to v is it with 

the  o ther te ac h e rs  in the lounge. The children a re n 't  supposed to be in 

the room s before 8:15 anyway. And, those that do come e a r l ie r  always 

know what to do and how to behave--good for self-d iscip line. "

Whose values a re  violated by enforcem ent of the r u le ?

Both teach e rs  and principal fe lt  that the ru le  violated certain  values. 

The p rinc ipa l stated: "The rule shows little  intelligent th inking--it seem s 

like a c a r r y  over from  y ea rs  past. We all know our responsibilities 

toward teaching these  kids. We use our time well without being told how 

and when to  leave the room s. I feel tha t  the m eetings that take place in 

the lounge both before school and a f te r  help s trengthen the school m ora le . " 

A typical te ac h e r- re sp o n se  was: "I think I know best what needs to 

be done in my room  and how long i t  will take m e to do it. No one consulted 

m e as to the  need to be in my room for a  half hour. It rea lly  is silly. "

What a re  the  s tandard  explanations of deviation from  the r u l e ?

The p r inc ipa l and the teachers  expressed  the opinion that the rule 

could not be justified  on any grounds. It made no contribution to the objec­

tives  of the school. The deviant p a t te rn  is viewed as an expression of p ro ­

fessional autonomy.

What effect does the rule have upon the status of the p a r t ic ip an ts?

No conflict was evident among the teache rs  and principal concerning
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the avoidance of following the ru le . Solidarity  seem ed evident through 

the ir  joint re jec tion  of the rule.

Said one teacher, '^Most principals  follow the ru le - -w e 're  lucky. "

What function is  being served  by the ru le ?

The leeway function of ru les  as defined by Gouldner bes t  describes 

the function of this ru le.

. .  . th e  rhythm ic quality with which ru les  were enforced. 
Sometimes demands for rigorous conformance to a rule 
would be made, but would la te r  lap se  into periods of d is ­
in te re s t  when the ru les were  ignored or only fitfully observed.
By a s trange paradox, form al ru les  gave su p e rv iso rs  some­
thing with which they could 'bargain ' in o rd e r  to secu re  informal 
cooperation from  w orkers .  The ru les  w ere  the 'ch ips ' to which 
the Company staked the superv iso rs  and which they could use to 
play the game; they carved  out a  'r igh t '  which, should supervisors  
wish to, they could ' stand upon. ' In effect, then, form al bureau­
cra tic  ru le s  se rved  a s  a control device not m ere ly  because they 
provided a legitimating fram ew ork  for the allocation of punish­
ments, but also because they estab lished  a punishment which 
could be withheld. By installing a rule, m anagem ent provided 
i tse lf  with an ins trum ent which was valuable even if it  was not 
used; the ru les  were serviceable  because they c reated  something 
which could be given up as well as given use. ^

5,̂Alvin W. Gouldner, P a tte rn s  of Industria l B ureaucracy  (Glencoe, 
Illinois: The F ree  P r e s s ,  1954), pp. 172-74.
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Television Case Study (An example of Mock Bureaucracy)

Rule: "All te ac h e rs  a re  to use all television p ro g ram s offered for th e ir  

grade level. " (Instructional)

Each c la s s ro o m  in the building has som ewhere on display a chart  

showing the t im es  of d is t r ic t  te levision p rog ram s. All in te rm ed ia te - leve l 

p rog ram s a re  a i re d  in the m ornings; all p r im ary - lev e l  p ro g ram s  a re  to 

be seen  in the afternoons. Each  grade level has a to ta l of one hour of 

te levision tim e each day designed for it. The one-hour to ta l is  divided 

into two sess ions  of one-half-hour each with an hour of no te lev ision- 

viewing separating  the sess ions .

Instruc tional te lev ision  has been used in the d is t r ic t  for th ree  y ears .  

Lessons a re  offered in the a re a s  of science, m athem atics , and a r t - - e a c h  

lesson  is considered  supplem ental to the reg u la r  lessons being presen ted  

by the c lassroom  te ac h e rs .  Special p rogram s a re  offered tha t display 

plays or p ro jec ts  tha t a re  products of the d is t r ic t 's  children. The studio 

in s truc to rs  a re  su b jec t-m a tte r  specialis ts  with some tra in ing in teaching 

through television. At le a s t  one p rogram  a week in each subject a re a  and 

at each grade level is designed to use a regu la r  c lass room  teacher  as the 

television in s tru c to r .
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At 9:30 a. m. on Monday the wall of the hallway outside the four 

fif th-grade c lassroom s was lined with th ree  te lev ision  sets sitting upon 

th e ir  moveable ca r ts  (the building has six te lev ision  sets  that a re  moved 

from  room to room  fo r  viewing). One fif th-g rade group was watching the 

m athem atics  p ro g ram  being offered over television. Three of the fifth- 

grade groups were having m athem atics  sessions minus the use  of the 

te lev ision  se ts .  The p ro g ram  being presen ted  to the fif th-grade children 

over te lev ision  was concerned with teaching the fundamentals of chess. The 

th ree  c la s ses  not using the te levision p resen ta tion  w ere  engaged in various 

activ ities: one c la ss  was reviewing problem s in the Addis on-Wesley tex t­

book; one c lass  was using the Individual M athematics P ro g ra m  m ate ria ls ;  

one c lass  was divided into two groups, one group was reviewing fractions 

with the teacher while the children in the other group were working indi­

vidually with Madison Math P ro jec t  m a te r ia ls .  The period  fro m  9:15 a .m .  

and 9:45 a .m .  was to be used for m athem atics ins truc tion  via te lev is io n -- 

one of the four f if th -g rade  teach e rs  used television during this period.

During the rem a in d er  of the morning two fourth -grade  rooms and two sixth- 

grade room s declined to view the television m a th -le sso n s .

The pa tte rn  observed  on Monday was followed closely each day of the 

week. I t  was observed , also, that not a ll c la sses  w ere  following the science 

p ro g ram s  c a r r ie d  by television; the te lev ised  a r t  p ro g ram s  appeared to 

be universally  followed. The principal was well aw are  of the situation
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and was observed  teaching a science le sson  on a i r  p re s su re  to a sixth- 

grade group during the period when a science d isp lay  of projects  made 

by one school 's  sixth g raders  was being shown on television.

Analysis of Television Rule

Who in itia ted  the r u l e ?

The ru le  was initiated by the cen tra l office of the pre-unified d is ­

t r i c t  and w as still official in the schools being served  by the television 

studio. A m em o sent during the f i r s t  week of the  school year by the d is ­

t r i c t ' s  D irec to r  of E lem en tary  Education to the princ ipals  of all e lem en­

ta ry  schools said tha t  he was following the policy used by the pre-unified  

school d is t r ic t  concerning the use of te levision.

Who usually enforces the rule?

The ru le  was not observed to be enforced e ither  by the teachers  or 

the princ ipal. C erta in  p rogram s were recom m ended by the principal as 

being exceptionally worthy of viewing. At no tim e was the principal 

observed o rde ring  te ach e rs  to view a cer ta in  p ro g ram . On two occasions 

the m e d ia -cen te r  te ach e r  asked two grade levels  to be sure  to observe 

p a r t icu la r  p ro g r a m s - -o n  both occasions the p ro g ram s  were viewed.

Whose values legitim ate the ru le ?

While the use of instructional te lev ision  could be legitimated by 

te ac h e rs '  va lues , the  rule that all p rogram s m ust be viewed was considered
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inhibiting to teaching.

"Some of the p ro g ram s  a re  jus t too fa r  out. I don't mind the 

ch ild ren  learn ing  to play chess, in fact r th in k  i t 's  g rea t, but I don't want 

to use  m ath  tim e fo r it. ''

The p rinc ipa l commented, "By requiring all p rog ram s to be watched, 

w e 'r e  telling these  people how to teach. "

Whose values a r e  viola ted  by enforcem ent of the ru le  ?

Enforcem ent of the ru le  would violate the values of both principal 

and te ach e rs .

A second-grade teac h e r  m ade the following comment: "Television 

is  nice to have. The ch ildren  have been exposed to some g rea t  teaching 

and som e special m a te r ia ls .  But, I don't think all p rog ram s a re  worth 

the tim e  they take and I fee l that I should have a righ t to judge what is good 

fo r  m y  p a r t ic u la r  group. I 've  to ld  the television people what I like and don't 

like. "

The princ ipal stated, "The teacher has the obligation, I feel, to use 

the  te lev ision  as she would any teaching tool. The im portan t point is  that 

the te ach e r  should be able to plan when it is to be used. "

What a re  the s tandard explanations of deviation from  the rule ?

Twelve of the te ac h e rs  felt tha t the quality and the topics of the p ro ­

g ram s  did not w arran t  the use of teaching tim e for viewing. A th ird -g rade
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teacher drew  nods of approval from  other staff m e m b e rs  with the s ta te ­

ment, "The te lev ision  te ac h e rs  need to consult with us m ore about what 

we want and when we want it. A lo t of the le ssons tha t  a re  shown a re  

p re tty  bad fo r  our kids. "

Said the principal, "I think the television p ro g ram s  m ust ea rn  the 

right to be seen. "

I t  is fe lt  tha t the ru le  curbs certain  p rofessional judgm ents--"Any 

intelligent p e rso n  off the s t re e t  could come in  and s i t  with the children 

during a te lev ision  p ro g ra m  and then ask some questions about what they 

saw. I 've been tra in ed  to do b e tte r  than that and I w on't let television 

dictate what is  done during a day. " Statements s im ila r  to the previous 

teach e r-co m m en t were echoed by eleven m em bers  of the staff.

What effect does the ru le  have upon the status of the p a r t ic ip a n ts?

The mutual violation of the rule enhanced the status of the principal 

and the teach e rs .  One te ac h e r  said, "It boils down to the fact tha t  we think 

the teacher is m ore  im portan t than the television. P h il  [the principal] could 

make us watch everything. We appreciate  h is understanding. "

The princ ipal offered, "If the program s were b e tte r  than what the 

te ach e rs  can do I would demand that all p rogram s be watched, but 1 have 

confidence in this  staff. "

What function is being se rv ed  by the rule?

The leeway function as described  by Gouldner and the apathy-preserv ing
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function as described  by Gouldner appeared to be served  by the television 

rule .

The leeway function:

. . .  the rhythmic quality with which rules w ere  enforced. Some­
tim es  demands for rigorous conformance to  a ru le  would be made, 
but would la te r  lapse into periods of d is in te re s t  when the ru les 
w ere  ignored o r  only fitfully observed. By a s trange  paradox, form al 
ru les  gave superv iso rs  something with which they could 'bargain ' in 
o rd e r  to secure  informal cooperation from  w o rk e rs .  The ru les  were 
the 'ch ips ' to which the Company staked the superv iso rs  and which 
they could use to play the game; they carved  out a 'r igh t '  which, 
should superv iso rs  wish to, they could ' stand upon. ' In effect, 
then, fo rm al bureaucra tic  ru les  se rved  as a  control device not 
m ere ly  because they provided a leg itim ating  fram ew ork for the 
allocation of punishments, but a lso  because they established a 
punishment which could be withheld. By installing a rule, m anage­
m ent provided itse lf  with an ins trum en t which was valuable even if 
it was not used; the rules were serv iceab le  because they c reated  
something which could be given up as well as given use . ^

The apathy - p reserv ing  function:

. . .  ru les  actually  contributed to the p re se rv a tio n  of work apathy. 
Ju s t  as the ru les  facilitated punishment, so, too, did they define 
the behavior which could perm it punishm ent to be escaped . The 
ru les  served  as a specification of a  m inim um  level of acceptable 
perfo rm ance . I t  was therefore  possib le  for the worker to rem ain  
apathetic , for he now knew just how litt le  he could do and still 
rem ain  secure . Thus bureaucra tic  ru les  m ay be functional for 
subordinates, as  well as for super io rs ;  they p e rm it  'activity ' 
without 'partic ipation ; ' they enable an employee to work without 
being emotionally committed to it. ^

^Ibid. , pp. 172-74. 

~̂Ibid. , pp. 174-76.
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Reading Case Study (An example of Mock Bureaucracy)

Rule; "Scott F o resm an  reading m a te r ia ls  a re  to be used exclusively a t  

a ll grade leve ls .  Do no t mix reading se r ie s .  " (Instructional)

The second-grade  class was composed of tw enty-three  c h i ld re n -- 

fourteen boys and nine g ir l s .  On this p a rt icu la r  morning all tw enty-th ree  

children w ere p resen t.  The c lass room  teacher  is  a ve te ran  of nearly  

twenty y e a rs '  teaching, eleven years  in this d is t r ic t  and six y ears  in th is  

school. She had begun h e r  teaching c a re e r  at the secondary level and had, 

a t the e lem entary  level, taught a ll p r im a ry  g rades . She has been ra ted  

an excellent te ach e r  by h e r  principal. The c lass  had been divided into 

th ree  groups for the purpose  of reading in s tru c tio n --av e rag e , above average, 

and below average.

At 9:20 on Tuesday morning the teacher  was seated at the  back of 

the room part ia l ly  enc irc led  by a group of eight children. The rem aining 

fifteen children were busy  a t the ir  desks following the work procedure 

that was prin ted  on the chalkboard. The eight children working with the 

teach e r  rep resen ted  the average re a d e rs .  They w ere  reading the w ords 

that had been prin ted  on a  la rge  chart. The in troductory  w ords were from  

a s to ry  being read from  the Ginn reading se r ie s .  The teacher explained



6 7

that she p re f e r r e d  to use the Ginn book with h e r  average group.

A fourth -g rade  team  room with fo r ty -seven  ch ild ren  was being 

guided in reading by two teachers .  The combined teaching experience of 

the two teache rs  is  ten  y e a r s —one teacher has taught for six yea rs ,  five 

in th is  one school; the o ther teacher has taught th re e  years  in this building 

and one y ear  in another d is tr ic t .  The children ass igned  to the team  room 

were chosen with the idea in mind that they w ere  "m ature  enough to func­

tion in a la rg e  group situation. ”

The reading instruction  for these fourth g ra d e r s  was designed to be 

individualized. A group of ten children was out of the  room using film 

s tr ips  and loop film s in the media center. F ive boys were in the back of 

the room  using w rit ten  d irections to put together a m odel a irp lane. Three 

boys and four g ir ls  w ere  in a conference room ad jacent to the team  room 

working with a te a c h e r  on an orig inal play. Five ch ildren  w ere  at the back 

of the room  with a  te ac h e r  sharing vocabulary words that they had encoun­

te red  in th e ir  readings. Three children were using an  advanced SRA reading 

labora tory . Seven children  were reading l ib ra ry  books; four children were 

in a th ird -g rad e  c la s s ro o m  serving as " tu to rs"  for th ird  g rad e rs  having 

reading problem s; and th ree  children were reading s to r ie s  from  Scott 

F o resm an  re a d e rs .  T hree  fourth -g raders  w ere  absent on th is  particu la r  

m orning. The te a c h e rs  stated that Scott F oresm an  was not used as the 

m ajo r  tool fo r teaching reading, and that they were " . .  .p le a se d  that Phil
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^h e  building p rincipa^  is as  excited about our p ro g ram  as we are . "

Analysis of Reading Rule

Who initia ted  the ru le ?

The rule was in itia ted  in the central-office. The central office acted 

upon a recom m endation  contained in a reading survey  conducted for the 

d is tr ic t  by a un ivers ity . The recom m endation called  for g re a te r  continuity 

through the g rades  in the  reading p rog ram . A d is t r ic t  committee of teachers  

was chosen by the reading coordinator to selec t a basal reading se r ies .

Who usually  enforces the  r u l e ?

It w as observed  th a t  no one s tr iv ed  to enforce the rule. The teachers  

who did u se  the  official r e a d e rs  exclusively stated  tha t they liked them  or 

"We would use som ething else . We have lots of m a te r ia ls  and Phil [the 

p rinc ipa^  says use them . " The aforementioned second-grade teacher said, 

"One basa l re a d e r  p ro g ra m  isn 't  adequate for all children. I use  what 

experience has shown m e  to be b e s t  for certa in  children. "

The principal s ta ted  that although he agreed  tha t continuity was 

im portant through a ll  the g rades, "I cannot in c lea r  conscience enforce a 

rule that I feel wül h inder some good reading teaching that is going on. "

Whose values leg itim ate  the ru le?

When asked, over half of the te ach e rs  and the building principal found 

the rule c o n tra ry  to what they valued for reading instruction, . The teachers
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who had taught in the building p rio r  to the rule enactm ent felt that the 

ru le was unfair and unnecessary . Said one v e te ran  teacher, "The survey 

itse lf showed that our reading achievement was way above average. We 

had an excellent p rog ram , but somebody ju s t  wanted to change. I guess I 

can adjust. " The princ ipal commented, "This is  one rule that is going to 

be changed!"

Whose values a re  violated by enforcem ent of the r u l e ?

The p rinc ipa l and a m ajo rity  of the te ac h e rs  (thirteen in term ediate  

and six p r im ary )  fe lt  that enforcem ent of the ru le  would violate the autonomy 

needed to provide the reading p rogram  with c rea tive , innovative teaching. 

The teach e rs  felt; "We wouldn't be doing our p ro fess ional job if we didn't 

use any and all m eans available to us for reaching these  kids. "

What a re  the s tandard  explanations of deviation from  the ru le?

N early  every  te ac h e r  and the principal exp ressed  an opinion that it 

is futile to think that th e re  can be a single best method for teaching reading 

to all children.

What effect does the ru le  have upon the status of the partic ipan ts?

Deviation from  the rule appeared to be s tatus enhancing for the 

teachers .  The p r inc ipa l said, "We have some tru ly  imaginative things 

going on in reading that I don't think you can find in some other schools. 

We've got some te a c h e rs  who want to be doers . "
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The p rinc ipa l appears  to gain status as w itness  a te ac h e r 's  s ta te­

ment, "Phil | the  p r in c ip a l  gives us a f ree  hand to pursue our t ra d e --h e  

admits we know m o re  about reading than he does. We adm ire  the guy for 

his honesty. "

A teacher who is adhering to the ru le  said: "I like what I 'm  doing 

with the children, and I like knowing I can keep on doing it o r  change if I 

want to. "

What function is being served  by the ru le?

The leeway function as defined by Gouldner was being served.

. . .  the rhy thm ic  quality with which ru les  w ere  enforced.
Sometimes dem ands for rigorous conform ance to a ru le  would 
be made, but would la te r  lapse into periods of d is in te re s t  when 
the ru les  w e re  ignored or only fitfully observed . By a strange 
paradox, fo rm a l ru les  gave superv isors  something with which 
they could 'b a rg a in '  in o rd e r  to secure  in form al cooperation 
from  w o rk e rs .  The rules were the 'chips ' to which the Company 
staked the su p erv iso rs  and which they could u se  to play the game; 
they ca rved  out a 'r ig h t '  which, should su p erv iso rs  wish to, they 
could 's tand  upon. ' In effect, then, fo rm al bu reaucra tic  rules 
served  as a con tro l device not m ere ly  because they provided a 
legitim ating fram ew ork  for the allocation of punishments, but 
also because  they estab lished  a punishment which could be 
withheld. By installing a rule, m anagem ent provided itse lf  
with an in s tru m e n t  which was valuable even if it  was not used; 
the  ru les  w e re  serv iceab le  because they c re a te d  something which 
could be given up_as well as given u se . ^

It appeared as though the  apathy-preserv ing  function as defined by Gouldner

was being served .

o
Alvin W. Gouldner, P a t te rn s  of Industr ia l B ureaucracy  (Glencoe, 

Illinois: The F r e e  P r e s s ,  1954), pp. 172-74.
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. . .  ru les actually  contributed to the p re se rv a tio n  of work 
apathy. Ju s t  as the ru les  facilitated punishm ent, so, too, 
did they define the behavior which could p e rm it  punishment 
to be escaped. The rules served as a specification of a 
m inim um  level of acceptable perform ance. It was th e re fo re  
possib le  for the w orker to rem ain apathetic, for he now knew 
ju s t  how little  he could do.and still rem ain  secu re . Thus 
b u reau cra t ic  ru les  may be functional fo r subordinates, as 
well as fo r su p e r io rs ;  they perm it 'ac tiv ity ' without 'p a r t ic i ­
pation;' they enable an employee to work without being 
emotionally com m itted to it. ^

R epresen tative  B ureaucracy  

Gouldner su m m arizes  the defining c h a ra c te r is t ic s  or symptoms 

of rep resen ta tive  bu reau cracy  as follows: "(a) Rules a re  both enforced 

by m anagem ent and obeyed by w orkers ,  (b) G enera tes  a few tensions, 

but l ittle  overt conflict, (c) Joint support for ru les  b u ttressed  by inform al 

sentim ents, mutual partic ipa tion , initiation, and education of w orkers  and 

management.

The case  studies that follow conform to the aforem entioned defining 

c h a rac te r is t ic s  o r  sym ptom s of represen ta tive  bureaucracy . All names 

used in the case  studies a re  fictitious.

*̂Ib id . , pp.  174-76. 

^Qfbid . , p. 217.
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Representative B ureaucracy

Substitute T each e r  C ase  Study (An example of Representative  Bureaucracy)

Rule: An u p -to -da te  folder of m a te r ia ls  which the substitute teacher
will need  is  to be kept in the c lass room  te a c h e r 's  desk. This 
fo lder should include or tell where to find the following:

a. L esso n  p lans.
b. Daily schedule.
c. L i s t  of student groupings, reading, speech, m usic, safety 

p a tro l ,  etc.
d. L i s t  of students with special p rob lem s--d isc ip line , emotional, etc.
e. L i s t  of pupil he lpers .
f. Seating c h a r t  or name tag on desks.
g. G rade book o r  attendance record .
h. Texts  and manuals.
i. C afe te r ia  p rocedures .
j. C la ss ro o m  teach e r  duty assignm ents , 
k. E m ergency  exit procedures , fire  d r il l ,  severe  s torm  

w arnings, e tc .
1. Inform ation  about all n ecessa ry  m a te r ia ls  and general duties, 

such as c losing windows, adjusting shades and locking doors. 
(Instructional)

Chris Jo rd an  a r r iv e d  at school at 7:45 a. m. This was her f ir s t  

experience as  a substitu te  at this p a r t icu la r  school. The d is tr ic t  office 

had contacted h e r  to substitute for a second-grade  teach e r .  She introduced 

h e rse lf  to the p rinc ipa l and was taken to the second-grade  classroom . Upon 

the te a c h e r 's  desk  in the c lassroom  were six textbooks and one l ib ra ry  book. 

All of the books had la rge , colored m a rk e rs  protruding from them. The 

te ac h e r 's  planbook was lying near the textbooks. Clipped to the outside of
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the planbook was a two-page note of information for the substitu te. Attached 

to each  child 's  desk was a name tag.

As the principal and M rs. Jordon went over the m a te r ia l  a t  the 

te ac h e r 's  desk, M rs . Beery, another second-grade teacher, came in. She 

introduced h e rse lf  to the substitute  teach e r  and explained tha t she had picked 

up the absent te a c h e r 's  plans and had brought them to school. "Joan {The 

absent te a c h e ^  said she thought she put down all the information you might 

need. I 'm  righ t next door if you have a question; don 't be a fra id  to stick 

your head in. "

During lunch tim e, M rs. Jordon (the substitute teacher)  was sitting 

in the lounge with M rs. Beery (second-grade teacher). The substitute was 

describ ing how complete the re g u la r  te ac h e r 's  plans were. She exclaimed 

that this was the bes t  situation she had "ever  walked into. " M rs . B eery  

explained that the teach e rs  try  to give a substitute a ll she needs to be able 

to teach  and not " jus t babysit. " At 3:30 tha t afternoon the substitu te  teacher 

was told by the building s e c re ta ry  that the regular teache r  would re tu rn  the 

next day.

During a  th ree -w eek  observation period  four substitute teach e rs  were 

used in the cooperating building. On each occasion the substitute was p ro ­

vided with the inform ation and m a te r ia ls  called for in the ru le . In th ree  

of the situations the children  took care  of the cafeteria  and attendance 

re c o rd s .  On one occasion a tornado drill  was held and the principal came 

into the room to help with the de ta ils  of execution.
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Analysis of Substitute Rule

Who initiated the rule ?

The principal of the cooperating school stated that the ru le  was 

formulated in the d is t r ic t  office. He had served  as a m em ber of the form u­

lating committee. The provisions of the ru le a re  ve ry  s im ila r  to those used 

in the cooperating building p r io r  to the enactment of the rule.

Who usually enforces the r u le ?

Both teachers  and the principal endeavor to enforce the ru le . The 

principal said; "We all recognize the importance of having a good substi­

tute. We know we can help one be good by providing her  with the things 

she needs to really  teach. "

Whose values legitim ate  the rule ?

The teachers  and the p rinc ipal legitim ate  the ru le  by associating  it 

with high-quality education and th e ir  p rofessional views as to how substi­

tutes should be used. A k indergarten  teacher said: "When a substitute 

works here  she knows sh e 's  done something, and I think she fee ls  good 

about it. "

A th ird -g rade  teache r  offered, "Each week we [Ihe th ird  grade 

teachers] check our substitute folder to rhake su re  i t 's  up-to-date . If 

one of us is ill we send additional information for the sub. - -P h il  [Ihe 

p rinc ipe^  has even come to my house to pick some plans up. "
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Whose values a re  violated by enforcem ent of the ru le ?

No teacher voiced objection to the rule. Four teachers  did say that 

they felt substitutes d idn 't need all of the information p resen ted  to them in 

o rd e r  to do a good job. Two teache rs  said that a substitute teacher  should 

not be expected to do the day 's  teaching on as high a level of perform ance 

as does the reg u la r  te ach e r .

What a re  the s tandard  explanations of deviation from the rule ?

Deviation from  the ru le  was not viewed as being deliberate. The 

principal rem arked , "A few tim es we do get caught short. The lesson  

plans a re n 't  complete enough for a substitute to really  understand. Once 

a teacher  ended up in the hospital one evening and couldn't do any more. 

Usually, though, w e 're  in good shape--the  teachers  rea lly  try .  "

A fifth-grade teach e r  said: "I 've come to school some days when 

I shouldn't ju s t  because I w asn 't  up to getting everything ready for someone 

e lse . "

What effect does the rule have upon the status of the partic ipants ?

Status im provem ent acc rues  to those who conform to the rule. Repeated 

violation of the ru le  would im pair  teacher  status. A f ir s t -g ra d e  teacher 

offered: "We think we do an outstanding job in this a rea , and we're proud of it.

What function is being served  by the ru le?

The explication function as defined by Gouldner was being served  by
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this rule. The explication function:

. .  . ru le s  com prise  a  functional equivalent for direct, 
p e rso n a lly  given o rd e rs .  Since the rules a re  a lso  m ore  
carefu lly  exp ressed  [than a re  orders] the  obligations they 
im pose may be le ss  ambiguous than a h as ti ly  worded p e r ­
sonal command.

. .  . th e  ru le s  explicate the w orker 's  ta sk  while on the 
o ther [h a n ^  , they shape and specify h is re lationships to 
h is  su p er io r .

. .  . the  ru le s  se rve  to n a rro w  the subordinates 'a rea  of 
d iscre tion . ' The subordinates  now have fewer options con­
cerning what they m ay o r  m ay not do, and the a rea  of ^^
'p r iv ileg e ' is crowded out by the growing a re a  of 'obligation. '

 ̂^Alvin W. Gouldner, P a t te rn s  of Industrial B ureaucracy  (Glencoe, 
Illinois: The F re e  P r e s s ,  1954), pp. 162-64.
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Audio-Visual Case Study (An example of Representative  Bureaucracy)

Rule: "All audio-visual m achines and m a te r ia ls  taken to the c lassroom  

m ust be checked out through the m ed ia -cen te r  office. " (Administrative)

A fourth -grade  g ir l  en tered  the m edia  cen ter  with a la rge  smile on 

h e r  face. "I 've got to sign fo r a  slide m achine. We already took it to 

the room and M rs. George asked  if we had signed it out. "

A k indergarten  teach e r  h u rr ied  into the m edia center and signed out 

for a loop machine and loop film . Two s ix th -g rade  boys came to te ll  the 

m ed ia -cen te r  teach e r  tha t they w ere  taking the motion picture machine 

that Mr. Bliss had signed for the previous day. All of this activity o ccu rred  

within a ten-m inute  period  ea r ly  on a Tuesday morning.

A check of the audio-v isual m achines in the media center revealed 

that five w ere m issing: one s ix teen -m ill im e te r  movie pro jec tor; two 

e igh t-m il l im e te r  loop m achines; one slide p ro jec to r;  and one phonograph. 

All of the m achines w ere  accounted for with the exception of one eight- 

m il l im ete r  loop machine. At noon another check revealed that all of the 

machines, with the exception of the m iss ing  loop machine, had been signed 

in to the center. The s ix teen -m ill im e te r  movie p ro jec to r had been checked 

out to the th ird -g rad e  team  room. Following the noon lunch period a th ird -
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grade te ach e r  came into the media cen ter and said, "I hate to say this 

but we've had a loop machine in our room. It was on the bottom of the 

car t  that held the movie p ro je c to r—sorry . "

During a two-week period  machines had been checked out s ix ty -  

seven tim es . Five t im es machines were out for which no one had signed.

On one occasion the p rinc ipal had taken a slide p ro jec to r  into his office 

to be used that evening at a meeting with a group of paren ts . He apologized 

to the m ed ia -cen te r  te ach e r  the following day.

Analysis of Audio-Visual Rule

Who usually in itia tes  the r u l e ?

The ru le  was form ulated by the Faculty  Council of the school in early  

November. The audio-v isual machines w ere  kept in a s torage room acro ss  

the hall from  the m edia center. T eachers  had not been using the sign-out 

sheet hanging in the  s to rage  room. P ro b lem s and tensions had a r is en  

because of poor cooperation in signing fo r equipment. The teache rs  offered 

ideas to rem edy the situation, and the p re sen t  rule was formulated. The 

teachers  recognized the ru le  as being their  own.

Who usually enforces the r u l e ?

The ru le  is enforced by both the te ach e rs  and the principal. A 

teacher commented, "If one of us forgets to check something out, we expect 

Mrs. Ray o r  M rs . Mox Qhe m ed ia -cen te r  teachers]  to rem ind us. We try
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to remind each o ther.  "

Whose values leg itim ate  the ru le  ?

Both p rinc ipa l and te ach e rs  could legitimate the rule according to 

th e ir  own values. A fourth -grade  teacher said: "Having to check out 

through the m edia  cen ter has made us m ore  careful. There were tim es 

in the past [before the enactm ent of the r u l ^  when we wasted a lot of 

precious teaching tim e ju s t  looking for m achines. I t  got so we were 

avoiding using a lot of o u r  m a te r ia ls .  "

The princ ipal said: "More teachers  a re  using m ore equipment now. 

I t 's  good for our p ro g ra m  and the cooperation is good for m ora le .  "

Whose values a re  violated by enforcem ent of the ru le?

One teach e r  defended not signing out for a machine on the grounds that 

she was in an exceptional h u r ry - - s h e  explained that she norm ally will 

"always sign out. " Under norm al conditions the rule appeared not to vio­

late the values of te ac h e rs  or the principal.

What a re  the s tandard  explanations of deviation from the r u le ?

Deviation from  the rule  is attributed to "forgetfulness, " "m istake, " 

or the p re s su re s  of time. A teach e r  commented, "When I send a child 

after something he  may forget to sign for it, and I may forget to rem ind 

him. "

The p rinc ipa l stated: "Some teachers  mistakingly check out the wrong
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machine, go back hurried ly , and not check the c o r r e c t  one out. "

The m ed ia -cen te r  teacher offered, "The te ac h e rs  a re  really  good 

about checking the equipment out. About the only t im e  they don't do it  is 

when they a re  rushed  for time. They usually  always come in and apologize 

la te r .  "

What effect does the ru le  have upon the status of the participants ?

Conformance to the rule was status enhancing--it  facilitated te ac h e rs '  

ability to m odernize  th e i r  p rogram s. The principal said: "We need to take 

advantage of a ll the m a te r ia ls  we have available in the media center. Audio­

v isual equipment can up-date a c lass room  and make it  m ore enjoyable for 

the kids. Cooperating with the equipment m akes a be tte r  environment for 

everyone. "

What function is being served by the rule ?

The screening function as defined by Gouldner is being served by the 

ru le . The screening function:

, .  . th ey  provide a substitute for the pe rsonal repetition of o rd e rs  
by a su perv iso r .

. . .  the ru les  provide the forem an with an im personal crutch fo r 
his authority, screening the superio rity  of his power which might 
otherwise violate the norm  of equality. Instead , equality p r e ­
sumably p rev a ils  because, 'like everyone e lse , he too, is bound 
by the r u l e s . . .  '

The screen ing  function of the ru les  would seem, therefore , to 
work in two directions at once. F i r s t ,  it im personally  bo ls te rs  
a su p e rv iso r 's  claim  to au thority  without compelling him to employ
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an em b arra ss in g  and debatable legitimation in te rm s  of h is  
pe rsonal su p er io r ity .  Conversely, it perm its  workers to 
accep t m anageria l  c laim s to deference without committing 
them to a m ere ly  personal subm ission  to the superv isor that 
would be tray  th e ir  se lf-im age as 'any m an's  equal.

^^Gouldner, B u reaucracy , pp. 164-66.
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Conduct Case Study (An example of R epresen tative  Bureaucracy)

Rule: " O rd e r ly  conduct is every  te a c h e r ’s responsibility , no m a tte r  where 

it occurs .  ” (Administrative)

T hree  s ix th -g rade  g irls  were walking down the hall returning to 

the ir  c la s s ro o m  fro m  the a r t-su p p ly  room. As they passed  the m edia center 

one g ir l  bumped another with he r  hip causing the one bumped to slightly lose 

he r  balance and fall against the g lass p a rti t ion  of the center. The girls all 

laughed and continued down the hall. A f i r s t -g ra d e  teacher came out of 

the m edia  cen te r  and asked the g ir ls  to stop. In what sounded like a f irm  

but friendly  m anner  the teacher admonished the g ir ls  for disturbing the 

f i r s t -g ra d e  c lass  in the media cen ter and for causing a situation that could 

have in ju red  one of them.

The g i r l s  explained that they w ere  "just kidding around" and were 

so rry .  The te ac h e r  asked the g ir ls  to go on to the ir  c lassroom  quietly.

L a te r  that sam e  day in the te ac h e rs '  lounge the f i r s t-g rad e  teacher told 

the te ac h e r  of the th ree  g irls , "I had to talk with three  of your darlings 

today in the hall. " The six th-grade teacher  asked if there  had been any 

trouble and if he should talk with the g ir ls .  The f i r s t-g rad e  teacher described  

the situation. The g ir ls '  teacher thanked h e r ,  apologized, and said  it would
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not happen again.

A group of second g raders  was waiting to use the re s tro o m s . The 

boys and g ir ls  were lined up outside th e ir  respective  re s tro o m s  waiting 

to go in th re e -a t -a - t im e .  The second-grade  teach e r  was in the g ir ls '  

res troom . Voices could be heard  coming from  the boys' room. One boy 

came running out of the room laughing. He stumbled and fell to one knee.

A fifth-grade teacher, coming out of the workroom , walked b risk ly  to the 

second grader and took hold of his a rm . She then led him into the r e s t ­

room. She re la ted  that she told the boys to "se ttle  down and show some 

responsibility . " Walking back into the hall she m et the second-grade 

teacher and told he r  tha t everything was "a lr igh t now. " The second-grade 

teacher thanked her for helping.

Occurrences s im ila r  to these  w ere  observed  on six o ther occasions. 

In every  instance a teacher with no special duty admonished a child or 

children other than her  own for conduct the teach e r  considered disorderly .

Analysis of Conduct Rule

Who initiated the rule ?

The ru le  originated in the cen tra l office but was em phasized as 

important for the well-being of the school p ro g ram  by the Faculty Council 

of the cooperating school. The p rinc ipa l and teache rs  felt that the rule was 

th e irs .  Through weekly bulletins and faculty m eetings the Faculty Council
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and p rinc ipa l had enlarged upon the original rule and had encouraged con­

stant aw areness  of. the children 's  conduct.

Who usually  enforces the r u le ?

Both princ ipal and teachers  enforced the ru le . A teacher said:

"M ost of us feel that you can 't have good teaching without o rderly  conduct.

We t r y  to help each other and all the children by asking for good discipline 

from  everyone. " The principal commented, "I t r y  to encourage each teacher 

to feel as though she has a responsibility  for each child in this school. I 

a lso  ask  te a c h e rs  not to be offended if other te ac h e rs  reprimand th e i r  k id s --  

we have to share  responsib il i t ies . "

Whose values legitim ate  the rule ?

The te ach e rs  and the principal legitimated the rule by associating  it 

with the quality  of teaching that went on in the building. A statem ent from  

the Faculty Council stated: "We have to help build an environment that will 

make learn ing  possible  for all children. We can s ta r t  by making su re  that 

we and the children re sp ec t  the rights of o thers . We m ust rea lize  tha t as 

guides for these  children, we m ust le t  them know what is expected from 

them as c itizens  of th is  school. "

As a teacher  a sse r ted :  "You have to set boundaries for conduct and 

give children freedom  within those boundaries. You can't have teaching 

without o rd e r ly  conduct. "
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Whose values a re  violated by enforcem ent of the ru le?

Under norm al conditions it appeared as though enforcement of the 

rule violated the values of neither the principal nor the teachers . E very  

teacher indicated that she felt the rule was fair and necessary .

What a re  the standard explanations of deviation from  the rule ?

Deviation from  the rule  was a ttributed  to inexperience or ex p e r i­

mentation. A teach e r  said; "We { teacher^  rea lize  that some of us a re  

going to le t  down at t im es .  We see  this a lot from  the beginning teacher .

But, with some experience and help she usually  sees  the importance of 

p ro p e r  discipline. " Said the principal: "Often our teachers ,  experienced 

and inexperienced, will t r y  new m eans of teaching self-d iscipline to the 

kids. We can then have some problem s if communication isn 't  open to 

everyone. "

What effect does the ru le  have upon the status of the p a r t ic ip a n ts?

Adherence to the ru le  was status enhancing to both principal and 

teach e rs .  The teach e rs  felt that conformance to the rule increased  th e ir  

p rofessional p res tige . Said a fifth-grade teacher,  "We have a fine school 

because we t r y  hard to make it a place where children can learn . The o v e r ­

all behavior of our children is excellent, and this shows what kind of te ach e rs  

and p ro g ram  we have. "

Prolonged deviation from  the rule im paired  a te ac h e r 's  status. The
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principal said, "A teacher has to m ake some commitment to the goals of 

the school. One of our goals is to have the kids display o rderly  conduct.

A teacher  can be as  innovative and creative  as possible and still demand 

o rderly  conduct from  each kid. If  she can 't do this, then she is not ful­

filling an im p o rtan t  goal of this school. "

What function is being served  by the ru le?

The following functions appear to be served  by this rule: The expli­

cation function as defined by Gouldner.

. . .  ru les  com prise  a functional equivalent for d irect, personally  
given o rd e rs .  Since the ru les  a re  also m ore carefully expressed  
[than a re  o rd e r j ]  the obligations they impose may be le ss  ambiguous 
than a h as ti ly  worded p e rsona l command.

. .  . th e  ru les  explicate the w o rk e r 's  ta sk  while on the other [hanc^ , 
they shape and specify his re la tionsh ips  to his superior.

. .  . th e  ru le s  serve  to n a rro w  the subordinates 'a rea  of d iscre tion . ' 
The subordinates now have fewer options concerning what they may 
o r  m ay not do, and the a r e a  of 'p riv ilege ' is crowded out by the 
growing a re a  of 'obligation.

The screening function as defined by Gouldner.

. .  . th ey  provide a substitute  for the personal repetition of o rders  
by a superv iso r .

. .  . th e  ru les  provide the forem an with an im personal crutch fo r 
his authority , screening the super io r ity  of his power which might 
o therw ise  violate the norm  of equality. Instead, equality p r e ­
sumably p reva ils  because, 'l ike  everyone else, he too, is bound 
by the ru le s .  . .  '

^^Alvin W. Gouldner, P a t te rn s  of Industria l B ureaucracy  (Glencoe, 
Illinois: The F ree  P r e s s ,  1954), pp. 162-64.
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The screen ing  function of the ru les  would seem, therefore , to 
work in two direc tions  at once. F i r s t ,  it im personally  bo ls ters  
a su p e rv iso r 's  c laim  to authority  without compelling him to employ 
an e m b a r ra ss in g  and debatable legitimation in te rm s  of his p e r ­
sonal superio rity .  Conversely, it pe rm its  w orkers  to accept 
m anageria l claims to deference without committing them  to a 
m ere ly  p e rso n a l  submission to the superv isor that would betray  
the ir  se lf- im age  as 'any m an 's  equal.

The remote control function as defined by Gouldner.

A d m in is tra to rs  could 'te ll a t  a glance' whether ru les . . .w e r e  
being followed. In part,  then,the existence of general ru les  was 
a n e c e s sa ry  adjunct to a 'spot check' system ; they facilitated 
'control from  a distance ' by those in the higher and m ore  remote 
reaches of the organization.

Pun ishm ent-C entered  B ureaucracy  

Gouldner su m m arizes  the defining ch a rac te r is t ic s  o r  symptoms of 

pun ishm ent-cen te red  bu reaucracy  as follows: "(a) Rules e ither enforced 

by w orkers  o r  managem ent, and evaded by the other, (b) Entails  r e la ­

tively g rea t  tension and conflict, (c) Enforced by punishment and supported 

by the inform al sentim ents  of e ithe r  w orkers  or management.

The case studies that follow conform to the defining ch arac te r is t ic s  

or symptoms of punishm ent-centered  bureaucracy . All names used in the 

case  studies a r e  fictitious.

^ t b i d . , pp. 164-66.

^^I b i d . , pp. 166-68.

^^Alvin W. Gouldner, P a tte rn s  of Industria l B ureaucracy  (Glencoe, 
Illinois: The F re e  P r e s s ,  1954), p. 217.
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R ecess  Case Study (An example of Punishm ent-C entered  Bureaucracy)

Rule; "Each grade level is to have two recess  periods each day. One period 

m ay be free  play. Teachers  a re  to use one rec e s s  period for organized 

games an d /o r  physical education follow-up." (Instructional)

I t  was 7:55 a. m. and the lounge was filled with teach e rs .  A faculty 

m eeting was in  p ro g re s s .  The nu rse  had just finished describ ing  some 

m a te r ia ls  that she had received tha t w ere  available for c lass room  use. The 

princ ipa l stood up, put his coffee cup down, and thanked the nurse . He asked 

if anyone had any announcements they wished to m ake before he got to "the 

business  a t  hand. " No one offered  any comments.

The p rinc ipa l began: " I 'm  rea l ly  upset by what w e 're  not doing at 

re c e s s .  All y e a r  I 've talked with you about this, and it 's  s till  a problem, and 

you know what I mean. " He explained that the physical education teacher had 

talked with him about a lack of follow-up with physical education activ ities.

He went on to explain that every  re c e s s  he had observed had been  dominated 

by free  piay. He made a plea fo r m o re  organization at recess  and for the 

te ac h e rs  to pa r tic ipa te  m ore in the gam es themselves.

A fif th-grade teacher said, "Phil |lhe  p r inc ipa^  , you know w e 're  

trying to get aides to take over for us. If we go ahead and keep things
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beautiful like they 've  always been, then we won't get re lief. " The teachers 

sitting around the f if th -grade  teacher nodded th e ir  heads affirmatively and 

some said, "right. " A six th-grade teacher explained that he intended to 

organize some r e c e s s  periods but tha t doing it  every day would, indeed, 

help maintain the status quo. He went on to say  that the  school's Faculty 

Council and the d i s t r i c t ' s  teach e rs '  organization have recommended that 

paid aides assum e re c e s s  duties. The principal countered by saying he 

was aware of all th a t  but tha t he was aware, also, of g rea te r  responsi­

b ilities that the te a c h e rs  have to the children and the school.

A second-grade  teacher  spoke out, saying, "Ph il [the principa^ , 

w e 're  going to do o u r  job with the kids. We know our responsibilities, but 

we also know that nothing is going to be done without p r e s s u r e - - i t 's  not 

aimed a t  you. " The principal said: "W herever i t 's  aimed, it  hits me. If 

you people can't do a be tte r  job with follow-up. I 'm  going to schedule a 

recess-d u ty  sheet with planned activ ities. I t 's  late in the year to do it, 

but I will. "

The time was now 8:10 a .m . The principal thanked the teachers 

for the ir  cooperation in coming to such an ea r ly  faculty meeting, compli­

mented them  on the  overall job they were doing with the  children, and said 

they were free  to go about the ir  work. At 8:12 the lounge was empty of 

teachers .

During the day it was observed that le ss  than half of all the grade
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levels (with the exception of kindergarten) partic ipated  in an organized 

re c e ss  period . The re c e s s  periods appeared to be dominated by free -  

play activ ities. The p a tte rn  rem ained the same throughout the week. The 

principal was observed  to be on the playground during re c e s s  periods on 

th ree  occasions during the week.

Analysis of R ecess  Rule

Who initia ted the ru le?

The rule  was initia ted  by a group of e lem entary-school princ ipals .

The principal of the cooperating school was a m em ber of the initiating group. 

The rule had been in operation and had been observed for approxim ately 

four y ea rs  p r io r  to this  year . Said a Faculty  Council m em ber, "We need 

to change the ru le . W e 're  trying to have this time free . Until such time 

as we can get a ides, we want to operate  under a rule of our making. But,

Phil jjhe p r inc ipa^  won't le t  us rep lace  this one. "

Who usually  enforces the ru le ?

The principal enforced the rule. The k indergarten  te ach e rs  enforced 

the rule: "We have to have organized rec e s s  periods . T h ey 're  p a r t  of 

what we le a rn .  " The m ajority  of the teache rs  opposed the rule and endeavored 

to avoid complying with it.

Whose values leg itim ate  the rule ?

The principal viewed the rule as a n ecessa ry  one for deriving the



91

full educational value f ro m  a r e c e s s  period: "One rec e s s  period should 

be an ins tructional session . I t 's  not a b re a k  tim e for the kids. We need 

follow-up on phys. ed. and to give kids p rac tice  in playing and competing 

with each other. The teacher  should becom e a p a r t  of the lesson. I t 's  

the b e s t  way to rea lly  get to know all the kids. "

Whose values a re  violated by enforcem ent of the r u le ?

The teach e rs  felt as  though th e ir  va lues were being violated by 

enforcem ent of the ru le. The te a c h e rs  w ere  waging a campaign to have 

the B oard of Education h i re  aides to superv ise  the rec e s s  periods.

One teacher commented, "O ur tim e can be put to much b e tte r  use 

than watching children at recess .  Good, w e ll- tra in ed  aides could conduct 

follow-up phys. ed. l e s s o n s ."

What a re  the standard explanations of deviation fro m  the r u l e ?

The teache rs  felt tha t deviation from  the rule  was n ecessa ry  for the 

long-range be tte rm en t of the ir  working conditions. A statem ent typical of 

those made by seventeen of the school's  s taff was: "We have to show that 

we will not devote tim e to something that can eas ily  be turned over to non­

p ro fessionals . We prove our dedication in lots of other ways. Someday 

w e 'll  be able to use that re c e ss  tim e  in constructive  ways. "

The principal felt tha t deviation from  the rule  constituted an a b ro ­

gation of professional responsib il it ies .  "My teach e rs  have always done a
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great job in providing a worthwhile recess  p rogram  for the kids. Now that 

we have phys. ed. they seem to think that th e ir  responsib il ities  end. They 

oppose me for ins ist ing  on re c e s se s  that contribute to education. It can be 

a very  bad situation for a ll of us . "

What effect does the ru le  have upon the status of the partic ipants  ?

The te ach e rs  viewed the p r inc ipa l 's  efforts to enforce the rule as 

damaging to the p r in c ip a l 's  s tatus. The teachers  fe lt that teacher  deviance 

from the rule was status enhancing. The principal considered teacher 

deviance from  the ru le  as status damaging.

What function is being served by the rule?

The punishm ent-legitim ating function as defined by Gouldner is being 

served  by the rule:

B u reaucra tic  r u l e s . . .  se rve  to legitim ate the utilization of punish­
m en ts .  They do so because the ru les constitute statem ents in 
advance of expectations.

. .  . th e  es tab lishm ent of a ru le  explicating an obligation is f r e ­
quently accom panied by a specific statem ent of the punishment,
i. e . , another ru le specifying the punishment which will re su l t  
if the f i r s t  rule is  violated.

17 Gouldner, B u reau c racy , pp. 168-72.
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Supervision Case Study (An example of Punishm ent-Centered Bureaucracy)

Rule: "No student is to be le ft  in the room while the teache r  and student's  

c lassm ates  a r e  out un less  under the direct supervision of another teacher . " 

(Administrative)

The p rinc ipa l walked out of the f irs t-g rade  c lass room  followed by 

th ree  f i r s t -g ra d e  children. The children w ere  carry ing  worksheets and 

pencils. The ch ild ren  followed the principal to the office a rea  where they 

w ere  ins truc ted  to s it  down and finish their work. The principal went to 

two m ore  f i r s t -g ra d e  room s and returned with three m ore  children. They 

w ere  asked to s it  down (on the floor) and continue th e ir  work. I t  was 

10:20 a .m .  and th ree  of the four f ir s t -g ra d e  c la ss ro o m s  were out of the 

building for r e c e s s .  Two f i r s t -g ra d e  teachers were on the playground 

watching the play of the children. One f irs t-g rade  teacher was in the w ork­

room  using a duplicating m achine. One f ir s t-g rad e  teacher was conducting 

a reading le sso n  in h e r  c la ss ro o m  with a group of her children.

The p rinc ipa l approached the f irs t-g rade  teacher at the duplicating 

m achine  and said, "Jane, I asked the boy in your room to come down he re  

and sit by the office until you could take Mm back. I 've got five o thers  h e re ,  

too--you  know I don't want them  in the rooms wnthout some supervision. "
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The principal turned away and walked out of the room. The f ir s t-g rad e  

teacher continued to use the duplicating m ach in e--sh e  stayed in the w ork­

room  for approxim ately th ree  minutes. Going to the office area  she asked 

the f i r s t -g ra d e  ch ildren  to "gather up your things and le t 's  go back to our 

room s. " As the children w ere  preparing to leave, the principal stepped 

out of h is office and asked the teacher to take only her  child. "Will you 

p lease  a sk  M rs. Jackson and Miss T rim ble  to get th e ir  ch ildren?" The 

f i r s t -g ra d e  teach e r  replied  that she would take all of the children back and 

watch them  until th e ir  c la sses  returned. The princ ipal said that he would 

p re fe r  to  have each child 's  teacher come to the office a rea .

At 10:32 a. m . two f i r s t -g ra d e  children cam e to the office and asked 

if the ir  c lassm ates  could re tu rn  to th e ir  room s. The building s ec re ta ry

told the children that she would ask the principal. The principal came
\

out of h is office and said: " I 'm  so rry  but I asked M rs. Jackson and Miss 

T rim ble  to come for the ir  kids. I ' l l  walk back to your rooms with you and 

te ll them. " Four m inutes la te r  M rs. Jackson came to the office a re a  and 

took her  children and M iss T r im b le 's  with he r.  At 10:40 a check by this 

o b se rv er  revealed  that the fourth f i r s t -g ra d e  c lassroom  had gone out of the 

building for re c e s s .  Two children w ere  in the room working and the teacher 

was playing with the  rem ainder of the children on the playground.
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A nalysis of Supervision Rule

Who initiated the rule ?

The ru le  was in itia ted  by the princ ipal of the building. The school's 

Faculty  Council did not pa rtic ipa te  in the formation of the ru le .

Who usually enforces the ru le?

The princ ipal usually enforces the rule: the te a c h e rs  do not enforce 

it .  Said one fif th-grade teacher:  "The fifth-grade te ac h e rs  think i t 's  a bad 

ru le .  In everything we do we t r y  to encourage self-d iscip line  and then Phil 

[ the  p r in c ip a l  has us do th is . I 'm  all for letting children le a rn  to take care  

o f  them selves. "

Whose values legitim ate  the rule ?

The p rinc ipa l leg itim ates  the ru le  according to his values: "Too 

m any tim es I 've  seen kids left  in the room  without supervision  and som e­

thing happen. E ither a kid h u r ts  h im self o r  someone e lse  o r  the room is 

damaged. I 've  said tha t another teacher can superv ise  them , but this is 

h a rd  to work out. I feel that re c e s s  is im portant, and r a r e ly  should a kid 

have to stay in. If some kid gets hurt, the teacher has to b ea r  the re sp o n s i­

bility. My job is to see that the teacher doesn 't get into tha t position. "

The te ach e rs  often concede on the grounds of expediency but do not 

legitim ate the rule: " I t 's  e a s ie r  to keep the kids a fte r  school with m e than 

i t  is to argue with Phil [the p r in c ip a^  . But I don't feel tha t a teacher always
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has to be with the ch ild ren--they  get t i r e d  of us too. "

Whose values a r e  violated by enforcem ent of the ru le  ?

The te ac h e rs  felt as though th e ir  values w ere  violated. Said one 

f i r s t -g ra d e  teach e r ,  "T here  a re  t im es when a child has to finish his work. 

We have a lo t of children who would never complete the ir  work if they 

didn’t  have to pay a p r ice  fo r  laz iness . ' We don’t make a p rac tice  of keeping 

the sam e ch ild ren  in day after day from  re c e s s .  ’’

A s ix th -g rade  teach e r  commented: " P a r t  of my p ro g ram  for these  

young people is  to be able to leave them  alone without adult supervision.

Ph il [the p r in c ip a ^  and I go around on th is . I think I ’m right and so do 

m ost of the te ach e rs .  I think the faculty  should have a g re a te r  voice in this  

m a t t e r - - i t ' s  an educational m a tte r .  "

A com m ent from  a th ird -g ra d e  te a c h e r  was: "The whole staff is  

com m itted  to good school d iscipline, but not being able to leave kids alone 

for a sh o rt  t im e  m akes us look as though w e’re not. "

What a re  the s tandard  explanations of deviation from  the r u l e ?

The p rinc ipa l viewed deviation from  the ru le  as deliberate  and 

willful: "The te ac h e rs  know exactly what th e y 'r e  doing. They want m e to 

change m y thinking, but I know what I want. When teachers  le t  kids s tay  

in the room s without superv ision  they ’re  opposing me and they know it. "'
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What effect does the ru le  have upon the status of the partic ipants  ?

Conformance to the rule enhanced teacher s tatus as far as the 

princ ipal was concerned. The principal said, "The teache rs  that do follow 

the policy all the tim e  a re  the ones 1 can always count on to help the school- 

the standbys. "

Deviance from  the rule enhanced teacher status a s  far as the 

teachers  w ere  concerned. Said a. fourth-grade teache r:  "We can 't just 

p lay  dead. We have to keep trying to show Phil [the p r inc ipe^  that we're 

right. There  a r e  p lenty of us that a re  trying. "

What function is being served  by the ru le?

The following functions as described by Gouldner appear to be served 

by the rule:

a. The explication function.

. . . . r u l e s  com prise  a functional equivalent fo r  d irect, personally  
given o rd e rs .  Since the rules a re  also m ore  carefully  expressed  
[than a re  o rders]  the obligations they impose may be less  ambiguous 
than a hasti ly  worded command.

. .  . th e  ru les  explicate  the w o rk e r 's  task  while on the other [hanc^, 
they shape and specify his re lationships to his superior.

. . .  the ru les  se rv e  to narrow  the subordinates 'a re a  of discretion. ' 
The subordinates  now have fewer options concerning what they may 
o r may not do, and the a rea  'p riv ilege ' is crowded out by the 
growing a re a  of 'obligation. '

18Alvin W. Gouldner, P a t te rn s  of Industria l B ureaucracy  (Glencoe, 
Illinois: The F re e  P r e s s ,  1954), pp. 162-64.
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b. The rem ote  control function.

A dm in is tra to rs  could 'tell a t  a g lance ' whether ru le s . . .w e re  
being followed. In pa rt ,  then, the existence of general rules was 
a n e c e s sa ry  adjunct to a 'spot check' system ; they facilitated 
'con tro l  from  a distance ' by those in the higher and m ore rem ote 
reaches  of the organization.

c. The punishm ent-legitim ating function.

B u reau c ra tic  rules. . .  serve  to leg itim ate  the utilization of 
punishm ents. They do so because the ru les  constitute state­
m ents  in advance of expectations.

. .  . th e  establishm ent of a ru le explicating an obligation is 
frequently  accompanied by a specific s ta tem ent of the punish­
ment, i. e . , another ru le  specifying the punishment which will 
re su l t  if the f i r s t  rule is violated.

*̂̂ Ibid. , pp. 166-68.  

ZOlbid., pp. 168-72.
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P rinc ipa l- In fo rm ed  Case Study (An example of Punishm ent-C entered  
Bureaucracy)

Rule: "Keep m e [ the  p r in c ip a l  informed as to what is being planned, 

espec ia lly  in a r e a s  of controversy . " (Administrative)

The building sec re ta ry  stepped into the p r inc ipa l 's  office and told 

him tha t M rs. Greene (a parent) was on the telephone and wished to speak 

with him. The principal excused himself, told the ob se rv er  the re  was no 

need to leave the room, and answ ered the telephone. The princ ipal said 

very  l i t t le ,  a frown appeared  a c ro s s  his brow, and he simulated hitting the 

side of his head with his fist. The conversation ended with the principal 

apologizing for h is  lack of knowledge concerning the incident and assuring  

the p a ren t  that he would collect some information and call he r  back.

The p rinc ipa l looked at the observer  and said, "Damn, h e re 's  a 

case for you. Some of these  teach e rs  still don't let me know w hat's  going 

on. I had to te l l  that paren t that I didn't even know what was happening in 

my own school--I  don't like to be put in that situation. " The m other had 

called to ask  the principal about a film  that had been shown to a fourth-grade 

group of children. The film  was about drugs, the ir  uses  and abuses.

The principal knew tha t the film had been received and had been shown 

in the building. The fif th-grade teache rs  had approached him about a unit
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concerned with drugs and they, with the principal and nurse , had p re ­

viewed the film. It had been agreed upon that the film  was appropriate  

for fifth and six th-grade viewing providing pre-viewing ins truc tion  had 

taken p lace . The princ ipal had stated his opinion at the film previewing 

that the film  should not be shown to the fou r th -g rade children.

Upon investigation the principal d iscovered that the fourth-grade 

team  room  had used  the film. The fourth -g rade teach e rs  had heard  of 

the film from  the fif th -grade  teachers  and had asked to show it  to their 

children before i t  was re tu rn ed  to the d is tribu tor. The film was shown 

one day in the morning to the fifth g raders  and in the afternoon to the 

children of the fo u r th -g rade team.

One week before the p a re n t 's  telephone call was received the principal 

had devoted nearly one-half of a faculty meeting to a discussion concerning 

the need to keep him inform ed as to what was being done in the c lass ro o m s.

The principal m et with the fourth-grade  teache rs  and told them of 

the conversation he had had with the parent. He explained that he was upset 

by not having been consulted about showing a film  of that nature. He told 

the te ac h e rs  that he was to be notified of any film showing that was not of a 

routine nature. The principal m et with the fif th-grade teachers  and admon­

ished them  for having given the film to the fourth -grade  te ach e rs .  He rem inded 

them that he had approved viewing of the film for fifth and six th-grade  ch ild ren  

only. They replied that they had not judged the film as being con trovers ia l
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and that they saw no h a rm  in allowing the fourth -g rade  teachers  to use it.

Analysis of the "P rinc ipa l Informed" Rule

Who initiated the ru le  ?

The p r inc ipa l in itia ted  the rule. He had constantly asked the teaching 

staff to make him  aware of p ro jec ts ,  plays, special assignm ents , teaching 

plans and p ra c t ic e s  that w ere  taking place in  the building.

Who usually  enforces the r u l e ?

The p rinc ipa l enforced the rule. "I know they Qhe teach e rs j  think I 'm  

nosy som etim es , but I want to be on top of w hat 's  happening. " Over half of 

the te ach e rs  (eighteen) said  tha t they did not observe  the  ru le . A f i r s t -  

grade teach e r  commented; "I love to share  what w e 're  doing with Phil jlhe 

p r in c ip a^  , but I don't always do it. I believe in good communication but 

not constant reporting . "

Whose values leg itim ate  the  r u l e ?

The p rinc ipa l leg itim ated  the rule. "I 'm  the guy that has re sp o n si­

bility for the total school p rog ram . We [the te ach e rs  and the principal] have 

to work toge ther to have a  good school. The teach e rs  m u s t  le t  m e see le t te rs  

they send to p a ren ts ,  ta lk  with m e about new methods th ey 're  using with children, 

le t  me see film s o r m a te r ia ls  tha t may cause con troversy --keep  m e informed.

I see this as one of the ir  p ro fess ional responsib il it ies .  "
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Whose values a r e  violated by enforcem ent of the r u l e ?

The teach e rs  felt as  though th e ir  values concerning professional judg­

m ent were being violated. One fourth -grade  teach e r  said: feel that I can

make a sound judgment as to w hether something is good for my children or 

not, "

A s ix th-grade  te ach e r  offered: " It 's  not always c lea r  what Phil [the 

principaij conside rs  con trovers ia l .  We talk a lot and I t r y  to keep him up 

on what w e 're  doing, but I feel as though I 'm  capable of making choices for 

my students, "

Nineteen of the te ac h e rs  in the  building said  tha t  they w ere not exactly 

su re  what the ru le  meant. They ex p re ssed  the be lief that the rule should be 

operationally defined.

What a re  the s tandard  explanations of deviation from  the r u l e ?

T eachers  viewed deviance as an expression  of th e ir  ability  to make 

m a tu re  judgments. Said one f if th -grade  teacher, "Phil |^he p r inc ipa^  is 

going to have to rea lize  tha t we c an 't  always tell him  everything. He is jus t 

going to have to have faith in our judgm ents. " A second-grade  teacher said; 

"I don't think anyone purposely  keeps information from  him [the principal] . 

We have to be able  to m ake decisions, and Phil [the principaQ says w e 're  

an excellent staff. "

The p rinc ipa l viewed deviance as an expression  of apathy: "Some of 

our teache rs  ju s t  don't c a re  enough. "
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What effect does the ru le  have upon the status of the partic ipants  ?

Those te ac h e rs  tha t followed the rule enhanced the ir  s tatus with the 

principal. The principal said: "The teach e rs  that rea lly  care  about the 

quality of the to ta l school program  a re  the ones that always keep me informed. 

There  a re  ju s t  a few of them. "

Those te ac h e rs  tha t did not follow the ru le  damaged th e ir  status with 

the principal: "I know the m ajority  of the te ach e rs  fight my request. They 

can 't see  the im portance  for public re lations of m e knowing exactly what's 

happening iri th e i r  room s. They hurt the to ta l effectiveness of the school 

p rog ram , and I don't m ind telling them so. "

What functions a re  being served by the ru le ?

The following functions as defined by Gouldner appeared to be served:

The apathy -p rese rv ing  function:

. . .  ru le s  actually  contributed to the p re se rv a t io n  of work apathy.
Ju s t  as the ru le s  facilitated punishment, so, too, did they define 
the  behavior which could pe rm it punishment to be escaped . The 
ru les  se rved  as a  specification of a m inim um  level of acceptable 
pe rfo rm ance . It was therefore  possib le  for the w orker to rem ain  
apathetic , for he now knew just how li t t le  he could do and still 
rem a in  secu re .  Thus bureaucratic  ru le s  m ay be functional for 
subordinates , as well as for superio rs ; they p e rm it  'activity ' 
without 'par t ic ipa tion ; '  they enable an employee to work without 
being em otionally  committed to it.

The punishm ent-legitim ating function:

B ureaucra tic  r u l e s . . .  serve to legitim ate the utilization of punish­
m ents . They do so because the ru les  constitute s tatem ents  in advance

21Alvin W. Gouldner, Pa tte rns  of Industria l B ureaucracy  (Glencoe, 
Illinois: The F r e e  P r e s s ,  1954), pp. 174-76.
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of expectations.

. .  . th e  es tab lishm ent of a ru le  explicating an obligation is  f r e ­
quently accom panied by a specific statement of the punishment,
i. e . , another ru le  specifying the punishment which will re su lt  
if the f i r s t  ru le  is violated.

^^Ibid. , pp. 168-72 .



CHAPTER IV 

CONCLUSIONS AND RECOMMENDATIONS

This study has  been an attempt to identify p a tte rn s  of bureaucracy 

at the e lem entary -schoo l level based upon an analysis  of ru les  and their  uses  

in the ongoing activ ities  of an elementary school. Gouldner's  model of th ree  

types of bu reaucra tic  pa tterns  served as a basis  fo r  comparison and exam i­

nation of the ac tiv ities  of the elem entary school.

The conclusions derived from an exp lo ra to ry  field study cannot be 

generalized, and the re su lts  of this study a re  lim ited  to the events observed 

at the cooperating school during the period of data gathering.

Conclusions

Gouldner's  th re e  types of bureaucratic p a t te rn s - -m o ck ,  re p re sen ta ­

tive, and p u n ishm en t-cen te red --w ere  identified as existing in  the operation 

of the cooperating e lem en tary  school during the period  of observation for 

this study. The cooperating school was operating under a se t  of rules that 

could be identified according to type--behavioral, adm inistra tive , or in s tru c ­

tional. The ac tiv ities  and interactions of the p rinc ipa l and teachers  of the 

cooperating e lem entary  school as they re la ted  to the rules of the school 

were subject to observation  and comparison with Gouldner's  pa tterns  of 

bureaucracy.

105
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It was observed  that the mock b u reau c ra t ic  pa tte rn  appeared most 

often in the conduct of the school's organizational a ffa irs , and that many 

rules were serving the "leeway function" as d esc r ibed  by Gouldner in that 

they w ere serv iceab le  by not being used.  ̂ T each e r-p r in c ip a l  cooperation 

appears to have been enhanced by the mock b u reau cra t ic  pa tte rn . This con­

clusion is supported by Gouldner's findings which indicated tha t mock bureau­

cracy  produces few tension-inducing situations and does produce participant

2
solidarity  through mutual violation and evasion of ru les .

The rep resen ta tive  bureaucra tic  pa tte rn  was observed to be nearly 

free  of te ach e r-p r in c ip a l  conflict. T each e r-p r in c ip a l in teractions appeared 

supportive of one another as each partic ipan t upheld and obeyed commonly 

approved ru les . Thus, te ach e r-p r in c ip a l  cooperation appears  to have been 

enhanced by the rep resen ta tive  bu reaucra tic  p a tte rn .

The b u reaucra tic  pa tte rn  described  by Gouldner as punishm ent-centered  

was accompanied by conflict among teach e rs  and principal. It appears that 

teach e r-p rin c ip a l cooperation was damaged by the  punishm ent-centered  type 

of bu reaucra tic  pa tte rn . This conclusion is supported by Gouldner's findings 

which indicate tha t pun ishm ent-cen tered  b u reaucracy  "entails  relatively

3
grea t tension" through partic ipan t res is tance  to  rule enforcement.

^Alvin W. Gouldner, P a t te rn s  of Industria l B ureaucracy  (Glencoe, 
Illinois: The F re e  P r e s s ,  1954), pp. 172-74.

^Ibid. , pp. 216-17.

^Ibid.
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Using A nderson 's  model for a rrang ing  ru les  under the headings of 

behavioral, adm in is tra tive , or instructional, i t  was ; found that adm ini­

stra tive  and ins truc tional ru les  w ere  identified in all but two of the cases

4
describing bu reaucra tic  p a tte rns  in the cooperating elem entary  school. 

Inasmuch as this investigator was able to cite only two cases in which 

behavioral ru les  w ere  identified within b u reau c ra t ic  patterns, it appears  

as though behavioral ru les ,  those ru les  tha t p e r ta in  to a te ac h e r 's  personal 

actions both inside and outside of school, had lit t le  effect upon the observed 

ongoing activ ities  of the cooperating school.

The th ree  types of pa tte rns  of bu reau cracy  as described by Gouldner 

were sufficient to account fo r all of the behavior associated  with the uses of 

ru les in the operation  of the e lem entary  school. The one factor Gouldner 

associated  with the three  pa tte rns  of b u reaucracy  tha t deviated the m ost in 

the data collected fo r this study was in who initia ted the rule. Not all mock 

bureaucra tic  p a tte rns  w ere  products of ru le s  that w ere  imposed from  outside 

the cooperating school. Not all rep re sen ta t iv e  bureaucra tic  pa tte rns  w ere 

products of ru les  that w ere  initiated jointly by te ac h e rs  and ad m in is tra to r  

of the cooperating school. Not all pun ishm ent-cen tered  bureaucra tic  p a t­

te rns  were products  of ru les  that were in itia ted  and enforced by adm in i­

s tra to r  as opposed to teach e rs  or v ic e -v e rsa .  It appears  as though the

Jam es G. Anderson, B ureaucracy  In Education (Baltimore: The 
Johns Hopkins P r e s s ,  1968).
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factor of who in itia tes  the ru le  is not as im portan t in identifying bureau­

cra tic  pa tte rns  as a r e  the fac to rs  associated  with whether or not a rule 

was enforced and the m anner in which the enforcem ent was o r  was not 

accomplished.

Recommendations

The findings of this study seem to support the following reco m ­

mendations:

1. That additional descrip tive  studies be conducted in elem entary 

schools to de te rm ine  the status of the schools as  they re la te  to Gouldner's 

notion of bu reau cra t ic  pa tte rn s .  In addition, descrip tive  studies should be 

conducted at the secondary-school level.

2. That fu ture  descrip tive  re sea rch  u tilize  a team  of r e s e a rc h e r s  

for collecting and analyzing data  on la rger sam ples of cases.

3. That d esc rip tive  and experim ental s tudies be conducted at the 

e lem entary  and secondary-school levels into the  functions of bureaucra tic  

ru les as described  by Gouldner: explication function, screening function, 

rem ote -con tro l  function, punishm ent-legitim ating function, leeway func­

tion, apathy -p rese rv ing  function.

4. That experim ental re s e a rc h  studies be conducted which attempt 

to te s t  s ta t is t ica l ly  specific  hypotheses about the in te r-re la tionsh ips  of 

va riab les  a ssoc ia ted  with the Gouldner model and the ongoing activities of 

the e lem entary  school. Questions that could be developed are:
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Can the generaliza tion  be made that pa tterns of bureaucracy can be 

found to exist in the  operation of nearly  all e lem entary  schools?

Can e lem enta ry  schools be ra ted  by degree of effectiveness through 

analyses of the pa tte rns  of bu reaucracy  found to exist in such schools?

A re  th e re  ce r ta in  tim es of the school year when one pattern  of 

bureaucracy  can be observed m ore  often than at other tim es of the school 

year; a re  the re  periods  of high and low activity for bureaucratic  patterns  

during the school y e a r?

Do p a r t icu la r  teach e rs  and adm in is tra to rs  work better within one 

p a r t icu la r  type of b u reaucra tic  pa tte rn?

Is the pun ishm ent-cen tered  bu reaucra tic  pa tte rn  always associated  

with tension-inducing situations?

What is the re la tionship  between teacher  and adm inistra tor m orale  

and each one of the th ree  p a tte rn s  of bureaucracy?

5. That school ad m in is tra to rs  investigate Gouldner's pa tterns of 

bureaucracy  as a unique and useful way of observing and evaluating the ir  

schools' environs. The implications for educational practice  suggest:

That all school ru les , policies, and procedures  be in written form.

That a building-level council (composed of teachers and adm in is tra to r) 

have the responsib ility  for reviewing, reconstructing , eliminating, and 

developing building ru les  throughout each school year.

That a d is t r ic t- lev e l  council (a m ajo rity  of its m em bers being teachers)  

have the responsib il ity  for reviewing d is tr ic t-w ide  rules throughout each
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school year.

That d is t r ic t  adm in is tra tion  allow some district-wide ru les  to not 

be followed in individual schools thus allowing mock b u reau cra t ic  pa tterns  

to develop.
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A P P E N D I X  A

S U M M A R Y  O F  F A C T O R S  A S S O C I A T E D  
W I T H  T H E  T H R E E  P A T T E R N S  O F  B U R A U C R A C Y -

M O C K R E P R E S E N T A T I V E P U N I S H M E N T - C E N T E R E D

T h e  r u l e  o r  r u l e s  a r e  
i m p o s e d  o n  t h e  g r o u p  b y  
s o m e  " o u t s i d e "  a g e n c y .  
N e i t h e r  w o r k e r s  n o r  m a n ­
a g e m e n t ,  n e i t h e r  s u p e r i o r s  
n o r  s u b o r d i n a t e s ,  i d e n t i f y  
t h e m s e l v e s  wi t l i  o r  p a r t i c i ­
p a t e  i n  t h e  e s t a b l i s h m e n t  
o f  t h e  r u l e s  o r  v i e w  t h e m  
a s  t h e i r  o w n .

e .  g . - - T h e  " n o - s m o k i n g "  
r u l e  w a s  i n i t i a t e d  b y  t h e  
i n s u r a n c e  c o m p a n y .

1 .  W h o  U s u a l l y  I n i t i a t e s  t h e  R u l e s ?

B o t h  g r o u p s  i n i t i a t e  t h e  r u l e s  
an d  v i e w  t h e m  a s  t h e i r  o w n .

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

T h e  r u l e  a r i s e s  in  r e s p o n s e  
to  t h e  p r e s s u r e  o f  e i t h e r  w o r ­
k e r s  o r  m a n a g e m e n t ,  but  i s  not  
j o i n t l y  i n i t i a t e d  b y  t h e m .  T h e  
g r o u p  w h i c h  d o e s  not  i n i t i a t e  
t h e  r u l e  v i e w s  it a s  i m p o s e d  
u p o n  it  b y  t h e  o t h e r .

e .  g .  -  - T h r o u g h  t h e i r  u n i o n  
t h e  w o r k e r s  i n i t i a t e d  t h e  bidd i  ng  
s y s t e m .  S u p e r v i s o r s  v i e w e d  it  
a s  s o m e t h i n g  to  w h i c h  t h e  C o m ­
p a n y  w a s  f o r c e d  to  a d h e r e .

^ A l v i n  W .  G o u l d n e r ,  P a t t e r n s  o f  I n d u s t r i a l  B u r e a u c r a c y  ( G l e n c o e ,  I l l i n o i s :  T h e  F r e e  P r e s s ,  
1 9 5 4 ) ,  p p .  2 1 6 - 1 7 .
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N e i t h e r  s u p e r i o r s  n o r  
s u b o r d i n a t e s  c a n ,  o r d i ­
n a r i l y ,  l e g i t i m a t e  t h e  
r u l e  in  t e r m s  o f  t h e i r  
o w n  v a l u e s .

R E P R E S E N T A T IV E

2. W h o se  V a lu e s  L e g i t im a te  th e  R u l e s ?

U s u a l ly ,  b o th  w o r k e r s  and  
m a n a g e m e n t  c a n  l e g i t i m a t e  th e  
r u l e s  in  t e r m s  of t h e i r  own k e y  
v a l u e s .

e .  g .  - - M a n a g e m e n t  l e g i t i ­
m a te d  th e  s a f e t y  p r o g r a m  by 
ty in g  i t  to  p r o d u c t io n .  W o r k e r s  
l e g i t i m i z e d  i t  v ia  t h e i r  v a lu e s  
on  p e r s o n a l  and  b o d i ly  w e l f a r e ,  
m a in t e n a n c e  of in c o m e ,  and 
c l e a n l i n e s s .

P U N IS H M E N T -C E N T E R E D

E i t h e r  s u p e r i o r s  o r  s u b o r ­
d in a t e s  a lo n e  c o n s i d e r  th e  
r u l e  l e g i t im a te ;  th e  o th e r  
m a y  c o n c e d e  on  g ro u n d s  of 
e x p e d ie n c y ,  bu t d o e s  not 
d e f in e  th e  r u l e  a s  l e g i t i ­
m a te .

e .  g .  - - W o r k e r s  c o n s i d ­
e r e d  th e  b id d in g  s y s t e m  
" f a i r ,  " s in c e  th e y  v ie w ed  
i t  a s  m in im i z in g  p e r s o n a l  
f a v o r i t i s m  in  th e  d i s t r i ­
b u t io n  o f j o b s .  S u p e r ­
v i s o r s  c o n f o r m e d  to  it  
l a r g e l y  b e c a u s e  th e y  
f e a r e d  th e  c o n s e q u e n c e s  
o f  d e v ia t io n .

3. W h o se  V a lu e s  A r e  V io la te d  b y  E n f o r c e m e n t  of th e  R u l e s ?

E n f o r c e m e n t  o f  t h e  r u l e  
v i o l a t e s  t h e  v a l u e s  o f  
b o t h  g r o u p s .

e .  g .  -  - I f  t h e  n o - s m o k i n g  
r u l e  w e r e  put  in to  e f f e c t ,  
i t  w o u l d  v i o l a t e  t h e  v a l u e  
o n  " p e r s o n a l  e q u a l i t y "  h e l d  
b y  w o r k e r s  and  s u p e r v i s o r s ,  
s i n c e  o f f i c e  w o r k e r s  w o u l d  
s t i l l  b e  p r i v i l e g e d  to s m o k e .

U n d e r  m o s t  c o n d i t i o n s ,  
e n f o r c e m e n t  o f  t h e  r u l e s  
e n t a i l s  v i o l a t i o n s  o f  n e i t h e r  
g r o u p ' s  v a l u e s .

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

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

e .  g .  -  - T h e  b i d d i n g  r u l e s  
t h r e a t e n e d  m a n a g e m e n t ' s  
v a l u e  o n  t h e  u s e  o f  s k i l l  and  
a b i l i t y  a s  c r i t e r i a  f o r  o c c u ­
p a t i o n a l  r e c r u i t m e n t .
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4 . W h at a r e  th e  S ta n d a r d  E x p l a n a t io n s  o f  D e v ia t io n s  f r o m  th e  R u l e s ?

T h e  d e v i a n t  p a t t e r n  i s  
v ie w e d  a s  an  e x p r e s s i o n  
o f  " u n c o n t r o l l a b l e "  n e e d s  
o r  o f  " h u m a n  n a t u r e .  "

e .  g .  - - P e o p l e  w e r e  h e l d  
t o  s m o k e  b e c a u s e  o f  " n e r v ­
o u s n e s s . 11

D e v i a n c e  i s  a t t r i b u t e d  to  
i g n o r a n c e  o r  w e l l - i n t e n t i o n e d  
c a r e l e s s n e s s - - i .  e .  , i t i s  a n  
u n a n t i c i p a t e d  b y - p r o d u c t  of  
b e h a v i o r  o r i e n t e d  to  s o m e  
o t h e r  e n d ,  and t h u s  a n  " a c c i ­
d e n t .  " T h i s  w e  c a l l  a  " u t i l i ­
t a r i a n "  c o n c e p t i o n  o f  d e v i a n c e .

e .  g ,  - - V i o l a t i o n  o f  t h e  
s a f e t y  r u l e  m i g h t  b e  s e e n  a s  
m o t i v a t e d  b y  c o n c e i ' n  f o r  p r o ­
d u c t i o n ,  r a t h e r  t h a n  b y  a 
d e l i b e r a t e  i n t e n t i o n  to  h a v e  
a c c i d e n t s .  If  f o r  e x a m p l e ,  a  
w o r k e r  g o t  a  h e r n i a ,  t h i s  m i g h t  
b e  a t t r i b u t e d  to  h i s  i g n o r a n c e  o f  
p r o p e r  l i f t i n g  t e c h n i q u e .

In t h e  m a i n ,  d e v i a n c e  i s  a t t r i ­
b u t e d  t o  d e l i b e r a t e  i n t e n t .  
D e v i a n c e  i s  t h o u g h t  t o  b e  t h e  
d e v i a n t ' s  e n d . T h i s  w e  c a l l  
a " v o l u n t a r i s t i c "  c o n c e p t i o n  
o f  d e v i a n c e .

e .  g .  -  - W h e n  a  w o r k e r  w a s  
a b s e n t  w i t h o u t  an  e x c u s e ,  t h i s  
v / a s  not  v i e w e d  a s  an  e x p r e s ­
s i o n  o f  a n  u n c o n t r o l l a b l e  
i m p u l s e ,  o r  as  an u n a n t ic i ­
p a t e d  c o n s e q u e n c e  o f  o t h e r  
i n t e r e s t s .  It w a s  b e l i e v e d  
t o  be  w i l l f u l .



M O C K R E P R E S E N T A T I V E P U N I S H M E N T - C E N T E R E D

5. W h a t  E f f e c t s  Do th e  R u le s  H a v e  U pon  th e  S ta tu s  of th e  P a r t i c i p a n t s ?

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

e .  g .  -  -  V i o l a t i o n  o f  t h e  no  -  
s m o k i n g  r u l e  t e n d e d  to  m i n i ­
m i z e  t h e  v i s i b i l i t y  o f  s t a t u s  
d i f f e r e n t i a l s ,  b y  p r e v e n t i n g  
t h e  e m e r g e n c e  o f  a p r i v i l e g e d  
s t r a t u m  o f  s m o k e r s .

U s u a l l y ,  d e v i a t i o n  f r o m  t h e  
r u l e s  i m p a i r s  t h e  s t a t u s  of  
s u p e r i o r s  a n d  s u b o r d i n a t e s ,  
w h i l e  c o n f o r m a n c e  o r d i n a r i l y  
p e r m i t s  bo th  a m e a . s u r e  o f  
s t a t u s  i m p r o v e m e n t .

e .  g .  - - T h e  s a f e t y  p r o g r a m  
i n c r e a s e d  t h e  p r e s t i g e  o f  
w o r k e r s '  j o b s  b y  i m p r o v i n g  t h e  
c l e a n l i n e s s  o f  t h e  p l a n t  ( the  
" g o o d  h o u s e k e e p i n g "  c o m p o n e n t ) ,  
a s  w e l l  a s  e n a b l i n g  w o r k e r s  to  
i n i t i a t e  a c t i o n  f o r  t h e i r  s u p e r i o r s  
t h r o u g h  t h e  s a f e t y  m e e t i n g s .  It 
a l s o  f a c i l i t a t e d  m a n a g e m e n t ' s  
a b i l i t y  t o  r e a l i z e  i t s  p r o d u c t i o n  
o b l i g a t i o n s ,  and  p r o v i d e d  i t  w i t h  
l e g i t i m a t i o n s  f o r  e x t e n d e d  c o n t r o l  
o v e r  t h e  w o r k e r .

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

e .  g .  - - W o r k e r s '  c o n f o r m a n c e  
t o  t h e  b i d d i n g  s y s t e m  a l l o w e d  t h e m  
t o  e s c a p e  f r o m  t e n s e  r e l a t i o n s  
w i t h  c e r t a i n  s u p e r v i s o r s ,  o r  to  
s e c u r e  j o b s  and  p r o m o t i o n s  w i t h ­
o u t  d e p e n d e n c e  u p o n  s u p e r v i s o r y  
f a v o r s .  It d e p r i v e d  s u p e r s  of  
t h e  c u s t o m a r y  p r e r o g a t i v e  o f  
r e c o m m e n d i n g  w o r k e r s  f o r  p r o m o ­
t i o n  o r  f o r  h i r i n g .

0 0

6 .  S u m m a r y  o f  D e f i n i n g  C h a r a c t e r i s t i c s  o r  S y m p t o m s

(a) R u l e s  a r e  n e i t h e r  
e n f o r c e d  b y  m a n a g e m e n t  n o r  
o b e y e d  b y  w o r k e r s .

(b) U s u a l l y  e n t a i l s  l i t t l e  
c o n f l i c t  b e t w e e n  t h e  t w o  g r o u p s .

(c)  J o i n t  v i o l a t i o n  and  e v a ­
s i o n  o f  r u l e s  i s  b u t t r e s s e d  by
t h e  i n f o r m a l  s e n t i m e n t s  o f  t h e  
p a r t i c i p a n t s .

(a) R u l e s  a r e  b o t h  e n f o r c e d  b y  
m a n a g e m e n t  and  o b e y e d  b y  w o r k ­
e r s  .

(b) G e n e r a t e s  a  f e w  t e n s i o n s ,  
but  l i t t l e  o v e r t  c o n f l i c t .

(c)  J o i n t  s u p p o r t  f o r  r u l e s  
b u t t r e s s e d  b y  i n f o r m a l  s e n t i ­
m e n t s ,  m u t u a l  p a r t i c i p a t i o n ,  
i n i t i a t i o n ,  and  e d u c a t i o n  o f  
w o r k e r s  and m a n a g e m e n t .

(a) R u l e s  e i t h e r  e n f o r c e d  b y  
w o r k e r s  o r  m a n a g e m e n t ,  and  
e v a d e d  b y  t h e  o t h e r .

(b) E n t a i l s  r e l a t i v e l y  g r e a t  
t e n s i o n  and  c o n f l i c t .

(c)  E n f o r c e d  b y  p u n i s h m e n t  
and s u p p o r t e d  by  t h e  i n f o r m a l  
s e n t i m e n t s  o f  e i t h e r  w o r k e r s  o r  
m a n a g e m e n t .



A PPE N D IX  B

Cases with Rule Category 

and Type of B ureaucra tic  P a tte rn

Case
Rule

Category
B ureaucratic

P a tte rn

Check Sheet Case A dm inistra tive Mock

C on trovers ia l  Topic Case Instructional Mock

Facu lty  Meeting Day Case A dm inistra tive Mock

Facu lty  Meeting Attendance Case Adm inistra tive Mock

Grade R eport  Case A dm inistra tive Mock

Homework Case Instructional Mock

L esson  P lan  Case Instructional Mock

P a ren t  O rganization  Case A dm inistra tive Mock

Reading Case Instructional Mock

Smoking In Rooms Case Behavioral Mock

T eacher  A pparel Case Behavioral Mock

T each e rs  In Rooms Case A dm inistra tive Mock

Telev is ion  Case Instructional Mock

Telephone Use Case A dm inistra tive Mock

Audio V isual Case A dm inistra tive Representative
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Case
Rule

Category
B ureaucra tic

P a t te rn

Balanced Grouping Case Instructional R epresentative

Conduct Case A dm inistrative R epresentative

Curriculum  Guide Case Instructional R epresentative

Em ergency P ro ced u re s  Case Adm inistrative R epresentative

Notify P a ren ts  Case A dministrative R epresentative

Substitute Teacher Case Instructional R epresentative

Teacher D iscussion Case A dm inistrative R epresentative

Desk Check Case Adm inistrative Punishm ent-Centered

Extra  Help Case Instructional Punishm ent-Centered

Principal Informed Case Adm inistrative Punishm ent-Centered

R ecess Case Instructional Punishm ent-Centered

Supervision Case Adm inistrative Punishm ent-Centered

Team M em ber Case Instructional Punishm ent-Centered


