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THE EFFECT OF DECISIONAL STATES UPON
ORGANIZATIONAL CLIMATE IN PUBLIC SCHOOLS

CHAPTER I
INTRODUCTION

Background and Setting of the Problem

The relationship between 1levels of ©participatory
decision-making and organizational climate has been an area
of concern in organizational settings. Researchers as well
as school practitioners are interested in what type of
relationship exists between these two variable domains.
Questions that surface are: How involved are individuals in
the decision-making processes of the organization? Are the
individuals of the organization participating at the level
they desire? Do the decision-making levels of participation

determine what type organizational climate exists?

Participatory Decision-Making

There has been little research conducted that examined
the relationship between organizational <climate and
decisional states. The concept, decisional states, was

coined by Belasco and Alutto (1972). It referred to the



states of involvement (participation) that individuals in
the organization have in the decision-making process.
Numerous conceptualizations of decisional states have been
proposed from historical, philosophical, sociological, and
psychological perspectives. The most clearly articulated
usage and perspective utilized was participatory
decision-making.

The general notion of decisional states (participatory
decision-making) and decision-making in general were

addressed early by Adam Smith in the Wealth of Nations

(1790/1969). He developed the model of economic man which
was based upon the assumption that every individual weighed
the economic alternatives available and consistently chose
an alternative which resulted in the highest net gain. Simon
(1947) rejected this theory of economic man as
insufficiently descriptive of what decision-makers actually
do. Simon stated that it was impossible for the behavior of
a single 1isolated individual to reach any degree of
rationality. Furthermore, the number of alternatives an
individual must explore were so great and the information
needed to evaluate them was so vast that even an
approximation of objective rationality would be too hard to
achieve. Simon (1947) coined the term "satisficing”™ which
replaced the optimization of making decisions. Satisficing
suggested that the first satisfactory solution would be the

determining factor rather than proceeding to maximize the



utility. March and Simon (1958) pointed out that because
decisions and choices were most often made on the basis of a
limited, approximate, simplified model of the real
situation, that people behave rationally only with the
respect to their own ability to abstract and perceive the
real world.

Soelberg (1966) studied decision-making and the
characteristics involved. He concluded that the decision
maker does not satisfice or maximize, but confirms the
decision. The decision-maker selects the alternative which
simply confirms the "right" decision. In Belasco and
Alutto's (1972) studies, it was suggested that the proper
decision, the satisficing decision, the optimizing decision,
and other decisions should properly result from the
"decisional states™ of the individual or the employees
working in the organization.

As a result of Belasco and Alutto's suggestion, many
researchers began 1linking "decisional states" with areas
that produce problems as well as formulate solutions.
Tannebaum (1968) suggested that increased participation in
organizational decision-making was directly related to
increased administrative control over the activities of
organizations. Tannebaum  hypothesized that increased
participation in the decision-making process of policy
formulation would result in greater member acceptance of the

legitimacy of their administrative superiors in implementing



such policies. Stinett and associates (1966) previously, in
presenting the employee (teacher) viewpoint regarding the
process, argued that the demand that has arisen for a
negotiations process resulted from the employees' desire to
participate actively in the decision-making process.

Hey (1979) found that in order to manage change and
innovation in a public school organization, it was necessary
to address the human needs of the teachers that were
affected by the innovation or change. In helping staff
members adapt to inevitable organizational changes,
personnel motivation and participation at all 1levels of
planning, implementing, monitoring, and evaluating were
necessary for institutional efficiency.

Gwinn (1981) suggested that there were effective and
efficient ways of creating a climate for change. Gwinn
concluded from his studies that the most effective and
efficient method of bringing about needed change was to set
the course, focus upon the forces of support and resistance,
and make the decisions. As these interact in creating a
positive acceptance for bringing about the change, it was
essential to involve all persons affected by these changes.
He also suggested that decision-makers involve persons to
the degree that they wish to be involved.

Kanter (1981) recommended that organizational
employees, administrators, and staff use the information set

forth recently in social science research as it related to



power, power-sharing, and effective 1leadership. She
concluded that each organization possesses a power
structure. To achieve the goals and objectives of that
organization, while simultaneously meeting the needs of the
employees in sharing power and involving the employees in
the decision-making processes, one must permit employees to
be involved in making the decisions.

McNeely's (1983) studies suggested that ineffective
organizational patterns, work motivation, and burnout in
public schools were caused by teachers' noninvolvement in
decision-making, participation in establishing performance
guidelines, and the constant exposure to routinization and

undesirable division of labor.

Other Related Decision-Making Research

Many of the research endeavors mentioned previously
reinforce what has been found earlier. Coch and French
(1948) conducted a series of field experiments at the
Harwood Manufacturing Corporation. Three carefully matched
groups of employees were studied (Nelson, 1983, p. 32). One
group was not permitted to participate in the
decision-making processes that affected changes that were to
be made within the organization. The second group was
permitted to participate in the decision-making process
through a representation process. The third group was

permitted to participate in the decision-making process



totally. In the first group, production did not improve; and
increased absenteeism, employee turnover, and the number of
grievances filed resulted. In the second and third groups,
where participation opportunities were available, production
rose; and absenteeism, employee turnover, and the number of
grievances filed were almost nonexistent.

Bass (1965) identified a descriptive attribute which
stated that a stronger commitment to the goals and
objectives of an organization existed when the individuals
employed in the organization were involved actively in the
major task-oriented decisions associated with the
achievement of those goals and objectives. Patchen (1970)
suggested that increased participation in the organizational
decision-making process was related to greater job
performance and satisfaction, personal performance and
satisfaction, effectiveness and efficiency, and personal
integration in that organization.

Yarborough (1976) reviewed 42 studies to determine how
teachers felt about participatory decision-making. Her
studies were systematically delineated into three broad
categories: (a) satisfaction and morale, (b) effectiveness
and productivity and, (c) leadership and supervision. The
findings of these studies indicated that, with few
exceptions, teachers favored active participation in

decision-making.



Organizational Climate

The effect of an organization's climate on the
employees of that organization has long been of interest to
educational researchers and policymakers whose interests
have included what to look for in an organization's climate
and how to look for it. The subject, however, is complex.
Studying human behavior in public schools, as in any
organization, involves "ordering and conceptualizing a
buzzing confusion of simultaneously existing multilevel,
mutually interacting variables"™ (Argyris, 1958, p. 501). To
provide the reader with adequate background to understand
the theoretical foundation of this investigation, a brief
review of the development of the concepts related to
decision-making and organizational climate will be
presented.

Behavioral scientists have used the meteorological term
climate metaphorically in the study of organizations (Rice,
1980, p. 2). Climate refers to the set of characteristics
that describe an organization, distinguish it from other
organizations, and influence the behavior of people in that
organization (Dessler, 1976). Climate affects the members of
the organization, influences their behavior, and can be
described in terms of the value of the characteristics of
the organization (Tagiuri, 1968).

The concept of organizational climate is fundamental to

the understanding of complex organizations. The term



"organizational climate"™ was not used in the 1literature
until the middle of the 1960's, but the concept was implied
in noting that human behavior was a function of a person's
psychological "field"™ and of personality. In the 1930's
Lewin attempted to describe the essential characteristics
that joined human behavior to generalized environmental
stimuli. Lewin explained his theoretical understanding of
this psychological "field" in this manner:

To characterize properly the psychological field, one
has to take into account such specific items as
particular goals, stimuli, needs, social relations, as
well as more general characteristics of the field as
atmosphere (for instance, the friendly, tense, or
hostile atmosphere) or the account of freedom. The
characteristics of the field as a whole are as important
in psychology as, for instance, the field gravity for
the explanation of <events in <classical physics.
Psychological atmospheres are empirical realities and
are scientifically describable facts (Lewin, 1951, p.
241).

In a classical paper entitled "Patterns of Aggressive
Behavior in Experimentally Created ‘'Social Climates'",
Lewin, Lippitt, and White (1939) reported their initial
attempt to study climate as an empirical reality (Rice,
1980, p. 3). Lewin and associates creatively changed the
different leadership styles in the atmospheres they studied.
Results of these studies suggested that experimentally
created climates changed the behavior in numerous boys'
clubs. Lewin and associates (1939) concluded: "It can be
reported that in nearly all cases differences in club

behavior can be attributed to differences in the induced



social climate rather than to constant characteristics of

the club personnel”"™ (Lippitt and White, 1958, p. 506).

Scientific Management Approach

The classical view of the concept organization was
addressed by Taylor (1947) and developed by Fayol (1949) and
Urwick (1956). Their emphases were primarily with the
process of administration and the characteristics of
successful administrators. In their analyses of
organizations and the administration of organizations, it
was assumed that an atmosphere (climate) is an inherent part
of any organization.

Kahn and Rosenthal (1964) contributed to the
theoretical development of the organizational <climate
concept in their interpersonal, organizational theory (Rice,
1980, p. 4). In the development and points of importance,
their role-set theory is psychosocial. The assumption made
in their theory is that the behavior of an individual in an
organization 1is a result of the motivational forces
generated by the role-sets. The role-sets continuously
influence the behavior of the individual, requiring the
individual to behave in the ways that are expected.

Katz and Kahn (1966) developed the open system concept
which had an impact upon the development of organizational
theory. As a result of the interaction with the environment

and the feedback 1loops, the researchers turned their



10

interest toward the organization as an environmental setting
for the investigation of individual ©behavior. The
development of the concept organizational climate was
directly influenced by the discovery that organizations
possessed psychologically definitive and meaningful

environmental dimensions.

The Human Relations Movement

The investigation of human behavior in organizations
magnified and fertilized a seed of thought that had been
sown in the minds of researchers. The seed, a concern for
the human factors in organizations, had begun to grow. This
seed became known as the Human Relations Movement. Follett
(1934/1940) emphasized coordination as the underlying
strategy of an effective organization. Her fundamental
principles were: coordination by direct contact of the
responsible persons concerned; coordination in early stages
of policy making and planning; coordination as the
reciprocal relationship of all factors in a situation; and
coordination as a continuing process. Subsequent research
provided the empirical supporting evidence to the human
relations movement as presented by Follett. This research
was performed at the Western Electric Company between
1923-1932. These studies were reported by Roethlisberger and
Dickson (1939), and they were known as the Hawthrone

Studies.
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Murray (1938) developed the need-press theory. The
need-press theory viewed environmental press as a
counterpart of personality  need. Performance in an
environment was viewed as the congruence between need and
press. This suggested a dichotomy of organizational needs
and individual personality needs.

Pace and Stern (1958) were the first researchers to
formally and objectively attempt to measure the
organizational climate concept. Pace and Stern attempted to
match the environmental press to the perceived climate of a
college or university campus. They sought information about
the global college atmosphere in hopes that they could apply
the descriptive information gathered to be wused with
prospective students. They were also interested in the
improvement of the prediction of academic performance by
studying a student-university match.

Humanistically-oriented management theorists had placed
emphasis wupon permitting individual differences to be
expressed within the organizational setting. By suggesting
the importance of individual expression in organizations,
Barnard, Argyris, Halpin and Croft, Getzels and Guba, and
Parsons have contributed to the development of the
organizational climate concept as observed in industrial and
business settings. Barnard (1938/1964) viewed the human side
of organizational 1life as the T"efficient™ and the

organizational task as the "effective". Argyris' (1957)
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contribution came in the era of transition from the
humanistic to the social systems era. He suggested that
personnel resources were becoming more a consideration in
organizations than had been previously involved. Argyris
used the terms demand of the organization as being
counterparts of the need for the healthy individuals. Other
researchers were addressing and voicing similar views.

In the book, The Human Side of Enterprise, MacGregor

(1960) presented the notion of psychological climate to
illustrate his analysis by formulating what he called Theory
X and Theory Y. MacGregor described orientations that
individuals in an organization use to react to the
organizational climate. Theory X suggested that people were
docile, lazy, and required being told what to do and how to
do it. Theory ¥, on the other hand, viewed individuals in
the organization as creative, ambitious, hardworking,
self-directing, and desiring a voice in what goals and
objectives were to be addressed and how. According to
MacGregor, it was a formulation of many subtle behavioral
manifestations of managerial attitudes that fostered the
psychological climate between managers and their employees.
Halpin and Croft (1962) reflected upon the
organizational/individual dichotomy in a different way. As
proponents of the social systems viewpoint, Halpin and Croft
used the terms "initiating structure" and "consideration".

"Initiating structure" referred to the relationship between
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the leader and members of the work group in attempting to
establish patterns of organization, channels of
communication, and methods of procedures. "Consideration"
referred to the behavioral implication of leadership, i.e.,
mutual respect, warmth, and relationship between the leader
and members of the staff.

In the early 1960's, Astin and Holland (1961) developed

the Environment Assessment Technique, a measurement

instrument, to measure the atmosphere of a college by
identifying the characteristics of the students, the average
intelligence of students, and the size of the institution.
In summarizing the results of their study, they concluded
that the characteristics of the student body had a

considerable influence upon the total environment.

Social Systems Theory

Parsons (1951) in his consideration of social theory
implied the importance of the social system. He suggested
that consideration of the nature of a social system may be
adequate to study the implications of achievement of goals
and objectives of an organization. Getzels and Guba (1957)
expanded the interpretation of the social system as
initiated by Parsons. They presented the terms "nomothetic"”
and "idiographic". "Nomothetic" was the term that referred
most specifically to the aspects of organizational task

aspect of the total social system. "Idiographic" dealt with
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the human or individual/personal aspect of the social
system. Getzels and Guba's conceptual system generated
theoretical implications focused upon the linking
characteristics of the goals and objectives of both the
structural organization and the human aspects of the
organization.

Likert (1961) developed an interaction-influence model
and assigned central importance to the characteristics of an
organization as they were perceived by the individuals
employed in the organization. Causal variables such as size,
structure, goal directions, and supervisory practices
interact with the personal characteristics of an individual
to formulate perceptions. It is through these perceptions
that the relationship Dbetween causal and end-result
variables can be understood. ' As an intervening variable,
organizational climate can reflect the internal state and

well-being characteristics of an organization.

Other Organizational Climate Research

Halpin and Croft (1962) were significant contributors
to the concept of organizational climate in schools. They
studied organizational climate in the public schools, and
they described it as the "feel" that the employee has for
the organization. The dimensions identified by Halpin and

Croft established a climate continuum ranging from "open" to
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"closed". Their research examined how subordinates felt
about superordinates.

The first review of the 1literature dealing with
research on organizational climate was presented by Forehand
and Gilmer (1964). One hundred four pertinent studies were
cited from psychology, education, sociology, and
administration. From the review of the research, Forehand
and Gilmer hypothesized that organizational climate affected
the individual's behavior defined by stimuli, which
confronted the individual, placed constraints upon freedom
of choice, and rewarded/punished behavior ©of that
individual.

Presthus (1965) discussed findings similar to those of
Forehand and Gilmer. His work dealt with administration in
organizations and the power structure that affected it. "If
an individual rejects authoritative social value, it seems
that he might also deny the legitimacy of organizational
norms and expectations" (Presthus, 1965, p. 117). Presthus
also suggested that individuals working in an organization
are rewarded or punished as a result of the stimuli they
receive from the organization.

Tagiuri and Litwin (1968) examined the emerging concept
of organizational climate from numerous viewpoints. Tagiuri
(1968) defined organizational climate concepts as a set of
constructs that would explain the behavior present in an

atmosphere or setting outside a laboratory where the
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environment could be held constant. An environment was
interpreted as a setting in which the individuals in an
organization have a specific quality which affects their
behavior within the organization.

Litwin and Stringer (1968) explored the concept of
organizational climate in much the same way as did Tagiuri.
They described organizational climate as the recognition of
both structural variables and subjective variables. In their
organizational <climate research, Litwin and Stringer
attempted to discover if various and different environments
demanded or aroused various types of motivation. By changing
the leadership styles, Litwin and Stringer were able to
illustrate that an experimentally created organizational
climate was capable of temporarily arousing a particular
motive and, through the demands of the motive, alter
performance as well as job satisfaction.

Campbell and associates (1970) expressed a concern that
in the contemporary organizational climate research few
climate dimensions had emerged. 1In their review of four
organizational studies, Campbell discovered four common
dimensions: individual autonomy, reward orientation and
consideration, structure, and warmth and support. Because of
the variety of research efforts being conducted in the
organizational climate field, Campbell recommended that
future research attempt to formulate and identify as many

organizational climate dimensions as possible.
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Schneider (1972) challenged many of the major
organizational climate research guestions and the
theoretical deficiencies (Rice, 1980, p. 11). Schneider
hypothesized that organizational climate reflected the
interaction of personal and organizational characteristics.
"Global perceptions of the organization emerge as a result
of numerous activities, interactions, reactions, and other
daily experiences the person has with the population"
(Schneider, 1972, p. 447). By identifying organizational
climate as an individual attribute, Schneider was able to
provide congruence between human behavior and the specific

environmental situation.

Statement of the Problem

According to the literature dealing with
decision-making and organizational climate, there is a
concern about how the variable domains of decisional states
and organizaticnal climate are related. Researchers and
school practitioners agree that each organization possesses
some type of decision-making, and each organization has some
type of climate. The literature reflects little effort in
the linking of these two constructs. Since numerous research
efforts deal with each of these constructs independent of
each other, the thrust of this research examines the

_relationship of the variable domains.
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The problem of this research was: What 1is the
relationship between decisional states and organizational
climate? Specific research gquestions to be investigated
include:

Is there a relationship between teachers who are
"decisionally saturated™ and the organizational climate
of a school?

Is there a relationship between teachers who are
"decisionally deprived" and the organizational climate
of a school?

Is there a relationship between teachers who are at

"decisional equilibrium" and the organizational climate
of a school?

Definition of Terms

Decisional State: "the 1level of participation 1in
decision-making that the individuals in the organization
have and/or desire to have" (Belasco & Alutto, 1972).

Decisional Saturation: "the condition in which an
individual is involved in  more decision-making
opportunities than s/he desires" (Belasco & Alutto,

1972).
Decisional Deprivation: "the condition in which an
individual desires to be involved in more

decision-making opportunities"™ (Belasco & Alutto, 1972).

Decisional Equilibrium: "the condition in which an
individual has as many decision-making opportunities as
s/he desires"™ (Belasco & Alutto, 1972).

Organizational Climate: the set of characteristics that
describes an organization, distinguishing it from other
organizations, and influences the behavior of people in
that organization (Dessler, 1976). Argyris (1957)
defined organizational climate as "the personality of an
organization".

Structure: a dimension of organizational climate which
describes "the feeling that employees have about the
constraints in the group, how many rules, regulations,
procedures there are; is there an emphasis on 'red tape’
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and going through channels, or is there a loose and
informal atmosphere®™ (Litwin & Stringer, 1968, p. 81).

Responsibility: a dimension of organizational climate
that describes "the feeling of being your own boss; not
having to double-check all your decisions; when you have
a job to do, knowing that it is your job" (Litwin &
Stringer, 1968, p. 81).

Reward: a dimension of organizational c¢limate that
describes "the feeling of being rewarded for a job well
done; emphasizing positive rewards rather than
punishment; the perceived fairness of the pay and
promotion policies™ (Litwin & Stringer, 1968, p. 81).

Risk: a dimension of organizational <climate that
describes "the sense of riskiness and challenge in the
job and in the organization; is there an emphasis on
taking calculated risks, or is playing it safe the best
way to operate"™ (Litwin & Stringer, 1968, p. 81).

Warmth: a dimension of organizational climate that
describes "the feeling of general good fellowship that
prevails in the work group atmosphere; the emphasis on
being well-liked; the prevalence of friendly and
informal social groups" (Litwin & Stringer, 1968, p.
8l1l).

Support: a dimension of organizational climate that
describes "the perceived helpfulness of the managers and
other employees in the group; emphasis on mutual support
from above and below" (Litwin & Stringer, 1968, p. 81).

Standards: a dimension of organizational climate that
describes "the perceived importance of implicit and
explicit goals and performance standards; the emphasis
on doing a good 3job; the challenge represented 1in
personal and group goals™ (Litwin and Stringer, 1968, p.
8l).

Conflict: a dimension of organizational climate that
describes "the feeling that managers and other workers
want to hear different opinions; the emphasis placed on
getting problems out in the open, rather than smoothing
them over or ignoring them" (Litwin & Stringer, 1968, p.
82).

Identity: a dimension of organizational climate that
describes "the feeling that you belong to a [school] and
you are a valuable member of a working team; the
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importance placed on this kind of spirit" (Litwin &
Stringer, 1968, p. 82).

Organizational Climate Pattern: a construct that
combines dimensions of an environment to formulate a
specific type of environmental setting.

Organizational Climate Structure Pattern: one specific
unit of a construct that "measures the perception of
formality in formal organizations, and is negatively
related to achievement motivation®" (Litwin & Stringer,
1968).

Organizational Climate Challenge Pattern: one specific
unit of a construct that "measures the perception of
challenge and excitement generated by the organizational
climate. This pattern includes the Risk, Responsibility,
and High Standards scales. All three of these dimensions
are of critical importance to the arousal of achievement
motivation. Achievement, by definition, is proportional
to the challenge involved. This pattern may be thought
of as the 'motivators' for achievement, i.e., these
factors which positively arouse and stimulate higher
levels of motivation" (Litwin & Stringer, 1968).

Organizational Climate Social Inclusion Pattern: one
specific unit of a construct that "includes the Warmth
and Friendliness and Identity scales, and measures the
perception of the environment's emphasis on sociability,
belonging, and group membership. It includes measures of
the salience of social approval. These climate
dimensions tend to arouse affiliation motivation, but do
not directly effect achievement motivation. They do,
however, act as background supports for
achievement-oriented activity"” (Litwin & Stringer,
1968).

Organizational Climate Rewards and Support: one specific
unit of a construct that "includes the Rewards, Support,
and Tolerance for Conflict scales. It measures the
climate's emphasis on positive reinforcement rather than
punishment or inhibition of task behaviors. It measures
the degree to which individuals perceive that their
freedom is 'legitimized' in the organization. 2all of
these dimensions are positively related to the arousal
represents the 'motivators' for achievement, Pattern IV
(rewards and support) represents the 'hygienic factors'
needed to sustain and reinforce achievement" (Litwin &
Stringer, 1968).
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Significance of the Study

Organizations, including public schools, have been
challenged by employees and persons obtaining services
from the organization to make organizational modifications.
Some of the modifications apparent today include
implications to permit employees greater autonomy énd
permit employee participation in establishing,
implementing, monitoring, and evaluating the (goals,
objectives and activities of their organizations. In order
to further knowledge about organizational life, researchers
have studied personnel motivation, job satisfaction, job
performance, and participation in decision-making as that
which affects the efforts to achieve the goals and
objectives of the organization. Even though this study is
of a descriptive nature, it is an effort to provide
additional empirical evidence to further the causes of
organizational understanding. Specifically, this research
is focused upon the domains of the decisional states of
teachers and the relationship of that domain to the
organizational climate of the school. This relationship is
delicate and significant to the organizational well-being
of the school particularly as schools attempt to meet the
diverse and pluralistic demands of constituent populations

which are apparent today.
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In summary, this chapter was designed to introduce the
reader to the concepts of decisional states (participatory
decision-making) and organizational climate and a basis upon
which to wunderstand this investigation and its related
processes. This chapter presented a brief introduction to
the 1literature, the statement of the problem, gquestions
posed to generate the problem statement, definitions by
which the reader may understand the foundation upon which
this study is based, the significance of the study, and an

introduction to the forthcoming chapters of this study.



CHAPTER 11

THEORETICAL FRAMEWORK AND RESEARCH

Introduction

The concept of decisional states (participatory
decision-making) evolved from the needs that teachers have
in being involved in the decision-making processes in the
public schools. A teacher's desire to be or not to be
actively involved in the decision-making process in the
school in which s/he works may have an important overall
effect upon the achievement of the goals and objectives of
that teacher as well as the organization.

The concept of organizational climate emerged out of
the concern for discovering how organizations set limits and
influence human behavior. Climate describes the
characteristics of an organization at a single point in
time. An individual's personality, needs, abilities, and
values affect the perception of the organization, thereby,
influencing the individual's behavior.

The organizational climate construct "provides
educators with a conceptual link between the elements of the

organizational system and the determinants of individual
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behavior™ (Litwin & Stringer, 1968, p. 44). Organizational
climate provides educators with a construct which 1links
organizational practices and procedures that describe the
concerns and needs of individual workers. Educational
administrators aspire through research on organizational
climate to generate information about how different
practices and procedures can stimulate or fail to stimulate
the needs, behaviors, and motivations of teachers. Litwin
(1968) reviewed the possibility of integrating concepts into
some major theories of human behavior and into some primary
social and social-psychological theories of human behavior.
Litwin concluded from his studies that the theories of human
behavior had not assigned a major emphasis to the analysis
of organizational climate.

In summary, the individual (teacher) and the
organization in which s/he works have specific needs that
will help them achieve their respective goals and
objectives. This chapter examines the theory and research of
two variable domains, decisional states and organizational
climate, and links them togeﬁher to form a marriage between
the two. This union will assist the researcher in examining

the conceptual hypotheses to be postulated.

Participatory Decision-Making Theory and Research

The concept of participatory decision-making identified

a construct that met the needs of some individuals in formal
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organizations. Participatory decision-making encompasses a
large body of research. Decision-making theory itself
incorporated the needs of the organization and the needs of
the individuals employed by that organization.

Smith (1790/1969) developed the model of economic man
which was based upon the assumption that every person
weighed the economic alternatives available and consistently
chose an alternative which resulted in the highest net gain.
Simon (1947) rejected this theory of economic man as
insufficiently descriptive of what decision-makers actually
did. He stated that it was impossible for any one individual
to reach any degree of rationality. Furthermore, the number
of alternatives an individual must examine and evaluate was
so great and the information needed to evaluate them was so
vast that even an appréximation of objective rationality was
difficult to achieve.

Simon (1947) coined the term "satisficing" which
replaced the optimization of making decisions. Satisficing
meant an individual will use the first satisfactory solution
possible. March and Simon (1958) stated that decisions and
choices were most often made on 1limited, simplistic
abstractions of what the decision-makers perceive the real
world to be.

Soelberg (1966) suggested that rather than reaching
optimizing and satisficing decisions, one could simply

confirm the "right" decision. In Belasco and Alutto's (1972)
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studies, it was suggested that the proper decision, the
satisficing decision, the optimizing decision, and other
decisions should properly result from decisional states,
configurations of teacher participation in school system
decision-making. Decisional states were the 1levels of
participation that individuals in the organization had or
desired to have. The decisional states identified by Belasco

and Alutto (1972) were: decisional saturation, the condition

in which the person was involved in more decisions than s/he

desired; decisional deprivation, the condition in which the

person desired to be involved actively in making more

decisions; decisional egquilibrium, the condition in which

the person had as many decision-making opportunities as s/he
desired.

As a result of Belasco and Alutto's suggestion many
researchers are 1linking decisional states with areas that
produce problems as well as formulate solutions. Four
studies resulted from Belasco and Alutto's (1972) findings.
They were Best (1973), Conway (1976), Richardson (1978), and
Nelson (1983). These studies reflected that the teachers
sampled in western New York State, Kansas, and Oklahoma as a
majority felt they were decisionally deprived. These
teachers who felt decisionally deprived sought greater
participation opportunities in their schools.

Tannebaum (1968) suggested that increased participation

in organization decision-making was directly related to
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increased administrative control over the activities of
organizations. Tannebaum hypothesized that increased
participation in the decision-making process of policy
formulation will result in greater member acceptance of the
legitimacy of their administrative superiors in implementing
such policies. Stinett and associates (1966) had previously
presented the employee (teacher) viewpoint regarding the
process, and they have argued that the interest and demand
that have arisen for a negotiations process resulted from
the employees' desire to participate more actively in the
decision-making processes.

Hespe and Wall (1976) suggested that participation will
be more meaningful to workers when those to be affected
participate in decisions concerning the practices to be
adopted in their own workplace. Their studies ranged from
coal mines to a number of hospitals. The studies revealed
considerable individual and organizational differences in
the manner and extent of desired participation. Hespe and
Wall concluded from their studies that the higher 1level
forms of participation may be inappropriate where the
climate of the organization denied employees suitable
opportunities to participate in decisions. Participation in
decision-making seemed more appropriate when the decisions
were more directly relevant to their everyday activities.

Hey (1979) found that in order to manage effective

change and innovation in a public school organization, it
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was necessary to address the human needs of the teachers who
were affected by the innovation or change. In helping staff
members  adapt to 1inevitable organizational <changes,
personnel motivation and participation at all 1levels of
planning, implementing, monitoring, and evaluating were
necessary for institutional efficiency.

McGeown (1979) hypothesized that the dimension of
teacher attitudes toward educational innovations was
important in the formulation process of innovation in the
schools. He validated scales to measure general
change-related values. These scales involved
innovation-specific attitudes and behavioral orientation,
adoption of innovations, and ongoing participation in change
to be involved directly in the decision-making processes
while the innovational change was in its formulation stage.

Kilmer (1980) reported 1in her studies that the
evaluation of «critical factors in decision-making was
essential in making decisions in early childhood
organizations. In viewing decision-making in policy-making
situations, individuals must carefully consider the
characteristics of the decision-making. Individuals must
carefully consider the characteristics of the
decision-making setting, role perceptions, individual social
influence, individual personality traits, problem contact,
and organizational and social influences. Once these items

were carefully examined and evaluated, Kilmer recommended
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that policies be formulated by active participation in the
decision-making process by those individuals who desire
participation and possess the abilities to accept the
responsibilities attached to that decision-making right.

Kanter (1981) recommended that organizational
employees, administrators, and staff use the information set
forth recently in social science research as it related to
power, power-sharing, and effective leadership. She
concluded that each organization possessed a power structure
to achieve the goals and objectives of that organization
while simultaneously meeting the needs of the employees in
sharing power and involving the employees in the
decision-making processes, one must permit employees to be
involved in making the decisions.

Gwinn (1981) suggested that there were effective and
efficient ways of creating a climate for change. He
concluded from his studies that the most effective and
efficient method of bringing about needed change was to set
the course, focus upon the forces of support and resistance,
and make the decisions. As these interact in creating a
positive acceptance for bringing about the change, it was
essential to involve all persons affected by these changes.
He also suggested that decision-makers involve persons to
the degree they wish to be involved.

RKerchner and Schuster (1982) hypothesized that the

effective use of crises can, under certain conditions, be
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transformed into instruments of organizational good. They
suggested that especially during times of shrinking
resources, increased participation in decision-making can
increase the effectiveness and productivity of the
organization while simultaneously meeting critical needs of
the individuals employed in the organization.

The McNeely (1983) studies suggested that ineffective
organizational patterns, work motivation, and burnout in
public schools were caused by teachers' noninvolvement in
decision-making, participation in establishing performance
guidelines, and the constant exposure to routinization and

undesirable division of labor.

Degrees of Participation in Decision-Making

Many of the research endeavors mentioned previously
reinforced what had been discovered earlier. Coch and French
(1948) conducted a series of field experiments at the
Harwood Manufacturing Corporation. Three carefully matched
groups of employees in that organization were studied
(Nelson, 1983, p. 32). One group was not permitted to
participate in making decisions that affected changes which
were to be made within the organization. The second group
was permitted to participate in making decisions through a
representation process. The third group was permitted to
participate in making decisions totally. In the first group,

production did not improve; and increased absenteeism,
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employee turnover, and number of grievances filed resulted.
In the second and third groups which possessed participation
opportunities, production rose; and absenteeism, employee
turnover, and number of grievances filed were lessened or
eliminated.

Bass' (1965) studies identified a descriptive attribute
which stated that a stronger commitment to the goals and
objectives of an organization existed when the individuals
employed in the organization were actively involved in the
major task-oriented decisions associated with the
achievement of those goals and objectives. Patchen (1970)
suggested that increased participation in the organizational
decision-making process was related to greater job
performance and satisfaction, personal performance and
satisfaction, effectiveness and efficiency, and personal
integration in that organization.

Yarborough (1976) reviewed 42 studies to determine
teachers' attitudes toward participatory decision-making.
Her studies were systematically delineated into three broad
categories: (a) satisfaction and morale, (b) effectiveness
and productivity, and (c¢) 1leadership and supervision. These
studies indicated that, with few exceptions, teachers seemed
to favor active participation in making decisions.

The research of BHopps (1979) reflected quite a
different phenomenon. It showed that schools need to develop

specific strategies to deal effectively with occupational
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stress that affect job satisfaction. Occupational stress was
defined "as a dynamic reciprocal relationship between an
individual and the work environment" (Hopps, 1979). The
antecedents or moderators of strain that 1lead to job
dissatisfaction were role ambiguity, role conflict,
quantitative and gualitative overload, boundary spanning,
role responsibility, and personality traits. "As the
definition of stress implies, stress is caused by a degree
of imbalance between a person's needs and skills and the
organization's regquirements and demands" (Hopps, 1979, p.
34).

HYPOTHESIS I: There is a relationship between

saturation in decision-making among teachers and the
organizational climate.

Participation Levels in Decision-Making

Hespe and Wall (1976) suggested that participation will
be more meaningful to workers when those to be affected
participate in the decision-making processes concerning the
practices to be adopted in their place of employment. Hespe
and Wall's studies ranged in organizations from coal mines
to a number of hospitals. The studies reveal considerable
individual and organizational differences in the manner and
extent of desired participation.

Stewart and Miskell (1977) reported that schools were
functioning in an era of rapid change and ever increasing

mobility. "In an effort to mobilize the organizational
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structure to meet the standards being dictated by society,
the school district reorganized the administrative structure
to emphasize decentralized decision-making for direct
educational functions" (Stewart & Miskell, 1977, p. 26).
Stewart and Miskell hypothesized that teachers would
perceive a change in bureaucratic structure, organizational
processes, and school effectiveness. Though a single
classification of variance procedure across the pretest and
posttest scores was conducted, only limited support of this
hypothesis was found. Stewart and Miskell stated that this
was an attempt to provide opportunities for teacher
involvement in decision-making and policy formulation. They
found differences in degrees of participation in
decision-making and policy formulation.

Howard (1978) reported that there was a definite need
to balance the needs of people in the organization and the
resources available to meet the goals and objectives of the
organization. "Faculty, by the very nature of the
educational enterprise, are not only at the center of the
operation, but are involved in much of the most critical
management activity. As such, there can be no effective
implementation of decisions nor optimum cost-effectiveness
apart from their voluntary support"” (p. 17). In order to
increase productivity, the major task of the educational
administrator is to organize faculty participation, develop

the sort of climate, and provide the resources and tocls to
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make it effective. The objective of matching human resources
(people) with organizational resources was to improve
communication, and, through the teaching of management
skills, make possible more effective desired 1levels of
participation in the decision-making process. Howard
recognized the importance of matching desired 1levels of
participation in the decision-making process to the overall
effectiveness of organizations while simultaneously
achieving job satisfaction and performance.

Van Patten (1979) suggested that modern educational
philosophy too often considered product-oriented efficiency
the highest priority of the educational system, to the
detriment of the actual learning process. This situation
could be altered by a shift in public and administrative
attitudes toward the professional educator. "Teachers should
have more of a voice in the decision-making process. They
should be given more 1latitude in developing personal
classroom techniques and should not be pressured into
adopting either an innovative or a traditional style"™ (Van
Patten, 1979, p. 10-11). Van Patten echoed the findings of
other researchers in that desired participation levels were
much more desirable than automatic increased involvement or
reduced involvement and participation in decision-making.
There was more demands for increased participation in
decision-making in schools than there are for reduced

participation, but there were educators who experience too
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much involvement in decision-making, and as a result task
overload occurs. Balancing a person's desired level of
participation with the demands of the organizational goals
and objectives is difficult; but to maintain organizational
effectiveness and meet the needs of individuals, it is
essential to do so.

Moracco and McFadden (1979) reported in their study
that "burnout is a condition that exacts a heavy toll on
organizational effectiveness® (p. 10). "Conditions that
contribute to burnout in human services organizations are
lack of funds, lack of flexibility, lack of decision-making
power of middle managers, task overload, little recognition
for efforts, and the nature of client population® (Moracco &
McFadden, 1979, p. 12). Moracco and McFadden recommended
that schools establish strategies to prevent burnout which
include instituting a social-professional support group
which would provide opportunities for organization
self-assessment, methods to reduce conflicts, feedback and
rewards, timeout for individuals, and screening procedures
for new individuals joining the organization. They further
stated that burnout could contribute to job dissatisfaction
due to many things including task overload in all
educational activities and decision-making. Moracco and
McFadden recognized situations in which teachers could

experience job dissatisfaction as much as being involved in



36

too many decisions as they could with having too 1little
involvement in the decision-making processes.

Hopps (1979) stated that a model that proposed the
congruence of persons and environments in organizations
seemed appropriate to reduce strain and increase job
satisfaction. "Determinants of Jjob satisfaction include
mentally challenging work, autonomy, variety, task identity,
recognition, higher order need strengths, need for
independence, education 1levels, participation, and role
perceptions" (Hopps, 1979, p. 43). He also recommended that
individuals be provided with those skills necessary to
detect potentially stressful situations and cope with
anticipated job stressors, and, thus, improve the
individual's total effectiveness.

Clagett (1980) conducted a day long workshop at Prince
George's Community College to identify the sources of stress
affecting the faculty and to examine possible strategies for
managing stress. Clagett reported that the factors
contributing to teacher job dissatisfaction, burnout, and
turnover resulted from the lack of faculty participation in
decision-making and the increase of under-.rezared students
coupled with student expectations of higher grades,
apathetic peers, and low salaries. The afternoon session
investigated ways of reducing stress. This investigation
yielded one hundred fifty-three strategies for reducing

stress. "The study reviews the literature of 'professional
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burnout', and presents a model for understanding stress, in
which burnout is seen as a breakdown in the relationship
between the individual and the organization™ (Clagett, 1980,
p. 54).

Gratz and Salem (1981) hypothesized that there was a
difference between those individuals actively involved in
decision-making as well as policy-making and those who were
not. Gratz and Salem stated that there was a major
difference in the amount of communication flow, information
quality, and the whole communication process itself as it
related to individuals involved and those who were not.
Gratz and Salem recommended examining carefully the need to
assess the information needs of subordinates and the methods
of diffusion. They also recognized the fact that several
individuals experience too much requirement for involvement
when the individual desired 1less involvement. Gratz and
Salem stated that finding the happy medium in involvement in
decision-making and communication was the key to greater
productivity and effectiveness. They recommended that
administrators examine their organization carefully because
the assumption that every individual wants more involvement
in decision-making and the communication process may well be
erroneous. Gratz and Salem stated that it was possible to
have an individual in an organization that desired 1less

involvement in the decision-making and policy-making 1in
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organizations, but the dimensions of equilibrium and
saturation were also possible.

HYPOTHESIS 1II: There is 1little difference among
teachers in experiencing decisional saturation.

In light of the research that has been cited, it
becomes apparent that there are different degrees of
participation in decision-making in organizations. Since
there are different degrees of participation, one could
speculate that there are also different 1levels of desired
participation. The research suggested that it was desirable
to permit an individual to be involved in as much
decision-making as s/he desired while simultaneously
achieving the goals and objectives of the organization in
the most effective and efficient manner. Balancing human and
organization needs is difficult, but demands have arisen to

do just that in public schools as well as business.

Organizational Climate Theory and Research

Organizational climate constructs have been easily
integrated into the theories of organizational behavior.
Conceptualizing organizational climate has drawn from many
sources. Tagiuri (1968) developed a taxonomy which provided
an effective sorting system. Tagiuri's taxonomy for
categorizing organizational climate fit the data being
obtained both rationally and empirically. Tagiuri defined
organizational climate as well as environment as summary

concepts dealing with the total environmental climate which
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included its ecology (the physical and material aspects),
its milieu (the social dimension concerned with the presence

of persons and groups), 1its social system (the social

dimension concerned with the patterned relationships of
persons and groups), and its culture (the social dimension
concerned with belief systems, values, cognitive structures,
and meaning) (Anderson, 1982, p. 369).

Moos (1974) and Insel and Moos (1974) developed a
similar categorization device to conceptualize the human
environment as it related to organizational climate. Their
delineation of human environments was called social ecology.
It involved human interactions with physical and social
dimensions of organizational climate. In their system,
organizational climate and psychosocial characteristics were
two of the six approaches to the human environment.

Tagiuri's (1968) system was preferable to Moos',
because it reflected the growing <consensus of many
organizational climate researchers that organizational
climate included the environmental quality within a given
school building (Anderson, 1982, p. 369).

Dieterly and Schneider (1974) studied the process by
which perceptions of organizational climate was transformed
into individual behavior. They hypothesized that behavior
was a function of self perception of power and the
organization. Organizational <climate perceptions and

individual self perceptions were prerequisities for planned
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behavior. Such self-perceived power will affect the actions
of those individuals. Self-perception is the key point of
the organizational climate research. When measuring
organizational climate, perception depended in part, and
cannot be separated from, previous experiences, needs, and
values (Bloom, 1976; Davis, 1963; Hellriegel & Slocum, 1974;
Mitchell, 1967). Herr (1965) reported similar findings. He
indicated that participants generalized from their own
experiences to perceptions of environmental press,
suggesting that perceptual data from individuals of varying
life experiences will differ. Reliance upon perceptual data
meant that organizational climate now included variance that
resulted from individual differences as well as
organizational differences. 1Individual personal attributes
influence organizational climate indistinguishable from
personal data or individual characteristics (Hellriegel &
Slocum, 1974; Hoover, 1978; Moos, 1979; Tannebaum & Bachman,
1964).

This research focuses upon organizational climate at
the building 1level rather than the school district or
individual classroom level. Bidwell and Karsarda (1975)
studied organizational climate at the school district level.
They performed exhaustive research in attempting to study
organizational climate at the school district level. They
discovered that the va