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THE CHICKASAW INDIAN TRIBE AND SELF-DETERMINATION: A STUDY OF

ORGANIZATION AND ORGANIZATIONAL CHANGE
CHAPTER I
INTRODUCTION

A primary achievement of man is the development of diverse
social organizations. Kast and Rosenzweig (1973:vii) report that past
successes In designing and managing complex organizations might suggest
that we already know "everything there is to know," yet comprehensive
understanding of how crganizations really function and guidelines for
improving their performance are still in the developmental stage.

An area in which this lack of knowing "everythihg there is to
know" can be clearly seen in the area of understanding the functioning
of American Indian tribes as complex organizations. This study is aimed

at increasing knowledge and understanding in this area.

Background

The plight of the American Indian is a matter of recrod.
Statistically, large numbers of Indian people are living in poverty
and are subjected to the related problems of unemployment, poor health,
substandard housing, and poor education (see for example, U.S. Depart-

ment of the Interior, The American Indians: Answers to 101 Questions,
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1975). Many people, both Indians and non-Indians, are distressed at
the current conditions of many Indians living in the "land of plehty."
Wax (1971:xiii) points out that attempts to alleviate the conditions,
largely through federal govermment agencies, have been unsatisfactory
to both the Indian people and the government agencies. He points out
that many programs designed to assist Indians have, instead, been harmful
to them,

The latest policy of the federal government tdward Indians
seems to be promising. The shift toward this policy known as Indian
Self-Determination began late in the 1960's and continues today. This
policy is basically ome in which Indian people assume the administration
of their own affairs toward the achievement of goals which, in essence,
are "a standard of living equal to that of the nation as a whole, a more
proportionate share of the economic growth of the country, more enlight-
ened development of human resources . . . in short, a greater self-

determination for the Indian citizen in modern America" (U.S. Department

of Interior, Self-Determination, 1974:1). This policy is characterized
by a cﬁange in the philoscphy of the Bureau of Indian Affairs away from
"directing" the affairs of the tribes to one of "advising and assisting"
tribes to assume the management of their own affairs. As Commissioner
of Indian Affairs Morris Thompson stated, "Most of all we seek the
involvement of Indian people themselves every step of the way" (U.S.

Department of Interior, Self-Determination, 1974:1).

The Role of the Organization and Management Field

The changé in policy toward self-determination provided an

opportunity to further expand knowledge of complex organizations by
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investigating the impacts of this change on a‘specific Indian tribe.
The researcher reviewed the literature on self-determination and did
extensive personal and instrumented research among Ind;an people and
one tribal organization. Using the theoretical framework of the manage-
ment process school combined with organizational change and development
concepts, the researcher found that the key variables, as defined by the‘
policy itself and of concern to the members of the tribe weré decentrali-
zation, participation, cohesiveness, satisfaction, and conflict.

In analyzing the concept of self-determination as it has been
defined by policy makers, it is seen that self-determination is concerned
‘with increasing the influence of Indian people over matters which affect
them, This attempt to increase the influence of tribal members in deci-
sion making implies a change in the distribution of influence to lower
levels by decentralization. Additionally, by attempting to involve
Indian people in the decision-making processes, self-determination
policy is aimed at increasing participation. Increased opportunity for
participation within the>tribe is central to the policy of self-
~determination.

The concept of self-determination seems to be a policy which
‘seeks the accomplishment of goals through increased decision making and
organizational activity among Indian peOple‘within their tribes. Self-
.determination then could logically be thought to lead to a strengthening
of the tribal unit, or increasing cohesiveness among tribal members.

Of central importance in the writings of those concerned with
self-determination is the impact it is felt that the policy will have

on meeting the needs of the tribal members. The policy, if successful,
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would lead to higher levels of satisfaction aﬁong tribal members, as the
tribe works to improve the quality of life of the Indian people.

Finally, the implementation of self-determination has implica-
tions for the level of conflict in the tribal organization. Changes in
the distribution of influence and the lével of participation will most
likely disturb the power equilibrium in the organization. One result
of this change may be change in the level of conflicts. |

The researcher further substantiated the relevance of the vari-
ables by going into the tribal organization armed primarily with the
motivation to investigate self-determination in a tribal organization
and with the framework of the functions of management set forth by
Koontz and 0'Donnell (1973) and'Fayol (Wren: 1972), of planning, organiz-
ing, directing, and controlling. As the research, the results of which
are presented in Chapter III, evolved it became apparent to the researcher
that the variables from the organization and manageﬁent field most
related to self-determination and its impact, and of most concern to
tribal members, were those set forth. The diagram below shows these

variables:

. _uwwe====="Decentralization
Y aamnn
Participation

A

Implementation of - : .
= Cohesiveness

Self-Determination

‘Satisfaction

N ....
..h
- -

S~=~ conflict

The variables discussed and shown in the diagram above are

examined at length in Chapter II of this study. They serve as the basic
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concepts used in both the exploratory study aﬁd the survey study in
examining the implementation of self-determination. At this point, a
brief summary of the variables is presented which includes the defini-
tion of the variable utilized in the study and the specific questions
regarding the variable that was addressed.
1) Decentralization
The degree of relative distribution of influence, with respect
to matters involving the tribe and its members, among various
groups and people associated with the tribe.
uestions: What changes have occurred in the distribution of
influence of various groups and people associated
with the tribe?
What changes do members feel should occur in the
distribution of influence of various groups and
people associated with the tribe?
2) Participation
The extent of involvement of tribal members in decision-making
within the tribe.
Questions: What changes have occurred in the degree of parti-~
cipation of tribal members in tribal decisions?
What changes do tribal members feel should occur
in the degree of participation of tribal members in
tribal decisions?
3) Cohesiveness
The degree of tribal member involvement with and commitment

to the tribe and desire to have an active tribal community.
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Questions: What changes have occurred in the degree of cohe-
siveness of tribal members?
What changes do tribal members feel should occur in
the degree of cohesiveness of tribal members?
4) Satisfaction
The degree to which the tribe is meeting the needs of tribal
members.
Questions: What changes have occurred in the degree of satis-
faction of tribal members with the triﬁe?
What changes do tribal members feel should occur in
the degree of satisfaction of tribal members with
the tribe?
5) Conflict
The degree of disagreement and dissension within the tribe.
Question: What changes have occurred in the degree of con-

flict within the tribe?

The Research Objectives

The preceding discussion points to the possibility of analyzing
Indian self-determination efforts from an organization and management
perspective. The following general objectives are attempted to be met
through this analysis:

1) To gain insight and understanding, from an organization and
management perspective, as to the current state of Indian affairs from a
broad, overall viewpoint. Embarking on a research study of any organiza-
tion is a complex endeavor. In attempting to analyze and understand

variables and relationships within an organization, a knowledge of the
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environmental factors and the total situation.of which the organization
is a part is necessary. In meeting this objective, the researcher is
required to obtain some fackgrbund as to the state of the American Indian.

2) To gain insight and understanding, from an organization and
management perspective, as to the current nature and state of a specific
tribe as it works toward self-determination. As Likert points out, an
organization "needs to understand the fundamental nature of its system,
the way in which its component parts function, and the adaptive responses
it makes to its environment"™ (1967:128).

3) To derive information and understanding as to the extent
and direction of changes that have occurred and perceptions of what
should occur within the tribe. Since the self-determination policy is
in itself a change in the philosophy of the relationships between the
federal government and the American Indian, one wouid expect the policy
to have ramifications at the tribal level. This objective is required
to determine if changes have occurred at the tribal level, and if so,
what the nature of these changes is. The achievement of this objective
should allow some assessment to be made as to the success or lack of
success of the implementation of the'self-determination philosophy at

the tribal level.

The Research Plan

The research directed at meeting these objectives may be
separated into three phases. The first phase, a preparatory study,
served as the basis for the other two phases of the research. In order
to acquaint the researcher with the general state of Indian affairs,

the researcher familiarized himself with the literature on Indian
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policy and spent numerous hours in observation and discussion with per-
sons familiar with Indian affairs. The second phase of the research
was directed at understanding the efforts of a specific tribe, the
Chickasaw Tribe in Oklahoma, as it worked toward self-determination. The
primary objective of this portion of the research effort was to gain
insight and understanding from an organization and management perspective
as to the current nature and state of a tribal organization and to begin
to assess the impact of efforts éoward self-determination for the vari-
ables decentralization, participation, cohesiveness, satisfaction, and
conflict. Data were gathered through direct observation, review of
secondary data sources relating to the tribal organization, and discus-
sions and interviews with persomns knowledgeable in the area. Finally,
the third phase of the research was aimed at gaining insight and under-
standing as to the direction and extent of orgamizational change and
the extent of implementation of self-determination philosophy as per-
ceived by tribal members. Using instrumented research, an attempt was
made to assess quantifiably the impact of self-determination on the
variabies decentralization, participation, cohesiveness, satisfaction,
and conflict. The survey was completed by a sample of active members
qf the Chickasaw Tribe. Appendix I shows the survey instrument which
was developed by the researcher using the Survey of Organizations stan-
dardized questionnaire instrumént‘(Téylor and Bowers, 1972) as a guide.
The Taylor and Bowers instrument, based largely on the works of Likert,
Bowers, Seashor e, and Tannenbaum, has been used extensively since

1966 in various organizatioms.
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Research Population, Site, and Setting

The research took place primarily in the eleven-county area in
Southern Oklahoma comprising the Chickasaw Nation. 1In addition, the
- researcher attended conferences and obtained interviews in other areas
-of Oklahoma (Tahlequah and Oklahoma City), as well as with the Bureau of
Indian Affairs in Washington, D.C. Direct observation was especially
directed at the Chickasaw Tribal Offices in Sulphur, Oklahoma, and the |
Chickasaw Housing Authority in Ada, Oklahoma. The instrumented research
was done in the Chickasaw Tribal Office and the Chickasaw Housing
Authority, as well as at Community Council Meetings in Stratford,
Ardmore, and Stonewall.

Although the research population initially includes Indians in

general, the key population could be generally described as members of

the Chickasaw Nation. The U.S. Department of Commerce, Federal and State

Indian Reservations (1974:446) estimated the Chickasaw population to be

5,850. However, many of the Chickasaws are not active in tribal affairs.
Thus, the research population is defined for purposes of this study as

Mactive Chickasaws."

Active Chickasaws are those members who are spend-
ing time and effort working within the tribe either in paid or voluntary
positions or both. By concentrating on active members, it was felt by

the researcher that the objectives of gaining insight and understanding

of the tribe as an organization would be better achieved.

Justification and Contribution

Why is this research project of any importan~e at all? What
relevance do its findings have to either those interested in Indian

programs or to students of organizations and management? This section
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is addressed to these quastions.

To those involved in American Indian matters, this research
effort should provide information that is helpful in evaluating the
efforts and effectiveness of current programs, as well as providing
some basis for policy decisions about future programs. To government
officials this research should suggest some indicators as to the success
or lack of success of the implementation of the self-determination
philosophy. To the tribal leadership, the research should serve as a
valuable diagnostic and development tool for discovering the nature,
state, and change patterns of tribal organization. For example, the
Instrumented research might serve as a tentative indicator és to whether
members are indeed satisfied with the tribal programs and effectiveness.
It should indicate the desires as to their participation in tribal
decision making. 1In short, the research results may help provide
information for tribal leaders in planning future programs and increas-
ing. the effectiveness of their leadership and of the tribal organization.
In addition, the research should serve as a piece of historical evidence
of the.efforts of Indian people and of the Chickasaw tribe.

One study of various triballorganizations was conducted by
Indian law students who reported on the lack of a body of knowledge
regarding tribal organization and the need for further research. The
following quotation from the study illustrates this concern:

« « « we need to know much more about the nuts and bolts of tribal
government. For example, we should have a good idea of the types
of governimg structures which are commonly uszed by the tribes,
exactly how they are working, if they are working well--why, and
if not--why not?

« « . this body of knowledge and expertise remains as a very per-

sonal and individual possession and,.as such, is simply not com-
municable on a broad scale., There are no textual materials available
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in the field and even the very limited number of govermment
reports, law review articles, etc., which have been published
have not been able to treat the subject from a comprehensive point
of view nox are such materials designed to give one a working knowl-
edge of tribal govermment (American Indian Lawyer Training Program,
1975:8).
This statement suggests that this research could contribute to increas-
ing the understanding of American Indian tribal organization and thereby
assists those concerned with the future of the American Indian.
The research must also be justified as a contribution to the
study and understanding of organizations and management of organizations.
First, whereas much organization and management research has
been conducted with a business-type organization, trends in recent years
in many business colleges have been toward increasing knowledge and
understanding of non-business organizations. This research, conducted
with an Indian tribe, will add to our knowledge and understanding of
another type of organization.
Second, the results of this study can be utilized for compara-
tive studies with other Indian tribes.,
Third, the methods and findings of this study may be of
interest to organization theorists and management practitioners who are

interested in the concepts of organizational change, decentralization

and participative management.

Research Limitations

Central to the limitations of this research are those limita-
tions inherent in most forms of exploratory field research. This
research effort attempts to provide understanding and insight, and

perhaps some limited, tentative answers to research questions, yet it
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does not attempt to provide careful, probabilistic statements describing
the Chickasaw tribe. Neither does it provide systematic explanations as
to "why'" the current state of tribal organization is as it is and is
becoming.

This study is limited as to the time frame. The research took
place over an eighteen month period. Although this seems to be an agset
?n terms of providing a longitudinal examination of the organization and
the changes taking place, it is still rather limited when compared to
the long history of the organization and its changing nature.

Another limitation is that the researcher himself is not an
Indian and has had limited exposure to Indian people. Some of the find-
ings may seem trivial or naive to some Indian people who read this study.

The researcher must aiso consider the possibility that the
findings do not accurately reflect the state of affairs‘of the Indian and
the Chickasaw situation. Perhaps the vesearcher is not objective and
sees only what he wants to see. Perhaps those being observed acted
- differently or took actions to make the researcher reach conclusions
that are in error. The researcher does not believe this to be true,
yet the possibility must be racognized.

The instrumented research is based on perceptions of members
about the organization. Could it be that the changes they perceive
having occurred in the organization have not actually occurred? Do
people tend to view things better "now" than they "used to be" in all
sitvations, a factor which could account for findings not reflective of
the actual state of affairs? What connection with reality do these

perceptions have? Of course, it is difficult to determine how valid
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the perceptions are of the state of tribal organization, although W. I.
Thomas, a noted anthropologist and sociologist who emphasized the use
of field research, has been quoted as saying that if men define situa-
tions as real, they are real in their consequences. This conveys the
idea that to a large extent men create their own social realities
(Goffman, 1959:27).

Another limitation of the study is that the population is being
defined as active tribal members. Attempts to generalize from findings
based on this population to the remainder of the Chickasaw tribe or to
American Indians in general would not be justified. Additionally,
there exists the likelihood that many of those who were active in the
tribe at the time of this research were not the same people who were
active in years past.

A final limitation revolves around the study's heavy reliance
on official governmment statements as to the program of self-determination.
The variables examined in the study were determined by the implications
of these program statements for the tribal organization, i.e., that it
was a program aimed at decentralization of influence, increasing partici-
pation of tribal members in decision making, strengthening the tribal
unit, and meeting the needs of Indian people through an improved quality

of life.

Chapter Review

In Chapter I, the researcher has attempted to introduce the
research project by providing some background information relevant to
the subject of investigation and discussing briefly the research objec-

tives, methods, contributions, and limitations. Chapter II, "The
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" reports on the history of Indian policy, on the

Preparatory Study,
relevant literature In the organization and management field employed

in examining recent changes in tribal organization, and on the attempts
to implement self-detcrmination policy within Indian tribes. Chapters
III and IV present the research findings concerning the Chickasaw tribe
of Oklahoma. Chapter III concerns the findings of the exploratory study,
and Chapter IV presents the findings of the survey study in regard to
tribal members' perceptions. The concluding Chapter V presents a short

summary of the research effort, its findings, implications, and sugges-

tions for further research.



CHAPTER II
THE PREPARATORY STUDY

The objective of this chapter is threefold. First, an examina-
tion is made of Indian policy, including a brief history of Indian
policy aﬁd the recent changes toward self-determination. Second, a
review of organization and management literature of concepts employed in
assessing Indian tribal organization and changes since the implementation
of self-determiration is presented. This includes discussion of the
variables decentralization, participation, cohesiveness, satisfaction, and
conflict which are employed in both the exploratory study and the survey
study. Additionally, the tcpics of functions of management, organiza—
tion change, and organization development are discussed as they provide
a framework for other discussions in the exploratory study. Third, a
discussion is presented of this researcher's findings in regard to the
implementation of self-determination. The information gained through
the examination of Indian policy, review of organization and management
literature, and learning of the numerous instances of implementation of
self-determination policy serve as the base upon which the study of the

specific tribe (the Chickasaws of Oklahoma) was undertaken.
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History of Indian Policy

In order to be prepared to examine the impact of the policy of
gself-determination on the American Indian and to understand the nature
of Indian affairs in general, it is first useful to review the history
of govermment policy toward the American Indian. Naturally, the official
govermment policy as set down in treaties, laws, and regulations does |
not tell the full story, but it should serve as a useful background.
Brophy and Aberle (1966:17) point to six enactments prior to the policy
of self-determination which constitute landmarks in Indian'policy. These
six are as follows:
1) Northwest Ordinance, 1787
. 2) Constitution of the United States, 1789
3) Trade and Intercourse Act, 1834
4) General Allotment Act (Dawes Act), 1887
5) 1Indian Reorganization Act, 1934
6) House Concurrent Resclution 108, 1953
The Northwest Ordinance passed by the Confederation Congress
spelled out initial policy toward the Indian. The following statement
reflects this policy:
The utmost good faith shall always be observed towards the
Indian; their land and property shall never be taken from them
without their consent; and in the property, rights and liberty,
they never shall be invaded or disturbed, unless in just and lawful
wars authorized by Congress; but laws founded in justice and
himanity shall from time to time be made, for preventing wrongs
being done to them, and for preserving peace and friendship with
them (quoted in Brophy and Aberle, 1966:18).
The Constitution of the United States gave the federal govern-

ment power to regulate commerce and make treaties with the Indian

tribes. Additionally, the federal government was to control thc public
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land occupied by the Indianms. Thg Constitution serves as the basic
authority for the conduct of Indian affairs.

The Trade and Intercourse Act of 1834 detailed the relationship
between Indian tribal members and the federal government. The act
defined Indian country, outlined methods for making contracts with the
Indians, and granted the commissioner of.Indian Affairs the right to
appoint traders and to regulate goods sold to Indians. The act set
penalties for trespassers on Indian holdings by providing that interests
in Indian land, whether by lease or purchase, could be acquired only by
treaty or other agreement pursuant to the Constitution (Brophy and
Aberle, 1966:18).

The General Allotment Act (Dawes Act) of 1887 gave the right to
the President to allot tribal land to individual tribe members. Based
on the theory that an Indian who possessed his own land would become a
farmer or livestock operator and would have increased contact with
Whites, the act was aimed at freeing the govermment from further super-
vision of the Indian, ag well as opening large quantities of surplus
land to non-Indians. Under this 1887 law, tribal landholdings were cut
from approximately 138,000,000 acres to roughly 48,000,000 acres. '
Brophy and Aberle (1966:20) state that this reduction in land holding
is one reason for the Indian's present impoverishment and shattered
morale. Many Indians, not familiar with the concept of private owmer-
ship of land and with no training in farming techniques, sold their
allotted lands to non-Indians and returned to the federal government
for support (U.S. Department of Interior, "Federal Indian Policies,"

1975:3).
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Under the Indian Reorganization Act of 1934, government policy
was, in effect, reversed and emphasis was changed from individualizing
relations with Indians to again revitalizing tribal organization and
Indian community life (Tyler, 1973:151). Although the long range policy
was still the assimilation of the Indian into White society, the methods
to achieve this goal changed. The strengtheniﬁg of the tribal unit was
to assist the Indians in assuming greater responsibility for their own
affairs, and hopefully, freeing the federal government from further
obligation. Generally, there was little success in this direction. As
the act was being implemented, World War II began. This led to inade-
quate appropriations for the Bureau of Indian Affairs in their efforts
to assist the Indians, as well as the draining off of capable Indian
leaders as they assumed responsibility in the military. The lack of
success caused doubt as to the value of self-directed community life for
the Indian. Brophy and Aberle explain some of the problems with the
Indian Reorganization Act as follows (1966:22):

The shortcoming of the Indian Reorganization Act in action have
stemmed in part from the failure of administrators to understand how
to motivate the Indians to take full advantage of its benefits, in
part from the skepticism of superintendents about the Indians'
ability to look after themselves, and in part from the inadequacy
of appropriations for credit facilities, land purchase, and admin-
istration.

The House Concurrent Resolution 108, 1953, resulted in consider-
able administrative action. 1Its stated purpose was to free Indians from
federal control and supervision, basically a policy of “termination," or
ending the relationship between the government and Indians. Congress

felt that the best thing for the Indian was to get him weaned from his

special status with a paternalistic govermment as soon as possible.
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The arguments against termination were primarily that the federal govern-
ment was trying to push termination upon Indians before they were
prepared. Eventually, emphasis began to be placed on the improvement
of conditions for Indians in order to prepare them for eventual termi-

nation (Tyler, 1973:152).

Self-Determination

This emphasis on the improvement of conditions for the Indians
changed from one emphasizing "termination" to one emphasizing self-
determination during the 1960's. In a message to Congress in 1968 on
"The Forgotten American," President Johnson called for an end to discus-
sion of tribal termination and proposed a new goal for the government's
Indian policy:

A goal that ends the old debate about "termination" of Indian pro-

grams and stresses self-determination; a goal, that erases old

attitudes of paternalism and promotes a partnership self-help.

Qur goal must be:

~= A standard of living for the Indian equal to that of the country
as a whole.

-~ Freedom of choice: an opportunity to remain in their homelands
if they choose, without surrendering their dignities; an oppor-
tunity to move to the towns and cities of America, if they
choose, equipped with the skills to live in equality and dignity.

== Full participation in the life of modern America, with a full
share of economic opportunity and social justice.

I propose, in short, a policy of maximum choice for the American

Indian; a policy expressed in programs of self-help, self-

development, self-determination (Tyler, 1973:200).

President Nixon continued the policy of self-determination
without termination, and in a message to Congress in 1970 outlined
specific legislative proposals; affirmed the historic relationship

between the federal government and Indian communities, guaranteeing

that it would not be terminated without Indian consent; and proposed
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that Indian communities be allowed to take over control and operation
of federally funded Indian programs when ithey choose to do so. Nixon
stated that the "time has come to break decisively with the past and
to create the conditions for a new era in which the Indian future is
determined by Indian acts and Indian decisions" (U.S. Department of

Interior, Federal Indian Policies, 1975:12).

Marvin Franklin, then Assistant Secretary for Indian Affairs,
gave a speech at the 1973 meeting of the Association on American Indian
Affairs. The speech, entitled *New Direction in Indian Affairs," is
helpfql in explaining self-determination. Parts of the speech have been
excerpted as follows:

From all of this I learned that we Indians are like most
Americans. Given the opportunity, we want to build something.
I also learned, once again, something I've known all my life.
You can't stereotype the Indian any more than you can the non-
Indian. There are unmotivated, incompetent Indians and there are
highly-skilled and hard-working ones. I had very little trouble
finding workers and management people for these Indian enterprises,
which operate today in almost every state.

The psychology of the Indian is not mysterious and not too
unlike that of other Amevicans. He wants a chance to put his
skills to work and he wants more of a voice in his own affairs.

His special handicap--let's call it a mixed blessing and handicap--
is his inherited Indian culture. It has given him a straitjacket
that makes it tough for him to compete on equal terms with his
fellow citizens.

Our new program in Indian Affairs is designed to go a long way
toward answering this problem. First, we start in our own backyard,
by making changes in the psychology of the Government agency that
serves Indians., For many years I worked in tribal govermment, at
the other end of the stick from Washington-~-and believe me, I got
educated in frustration! 1In those days I fought many a battle
with the Federal bureaucracy--and I was a loser almost every time.
I took the position that the Bureau of Indian Affairs could do
nothing right, and the buck passing from agency to area office to
Washington was an old song to me. Later, working in the private
sector, setting up Indian-owned-and-operated businesses, I did
learn that the BIA has a good many talented and dedicated people
who are immensely helpful.
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When the Indian--like anyone else--is too long on the receiving
end of Government aid, and at the same time is not permitted suf-
ficient responsibility for his own affairs, two things happen.
First, the Government agencies become more and more hureaucratic
and tend to move more and more slowly. Second, the "client"--to
use that terrible patronizing euphemism--develops a refugee mental-
ity. He is constantly frustrated with the "Do-what-we-~tell-you:
instructions that come with whatever benefits he receives, and he
develops a dangerous lassitude that saps his energy and dries up
his ambition.

Here are the countermeasures we are implementing to change this
unhealthy atmosphere. In summary, the new program will turn over
to tribal govermment, as rapidly as possible, a maximum amount of
administrarion for Indian affairs. Minimum control will be retained
in Washington; policy will be set there, but administration of that
policy will be in the hands of tribal representatives or Bureau
superintendents. -

We are in the process of turning the Washington Bureau into a
policy headquarters, with 12 area offices as technical centers to
provide special services to tribes across the country. Tribal
control will increase in such matters as budget, education, local
contracts and economic opportunity.

We are currently restructuring the Washington headquarters of
the Bureau to reduce the work force by half. Many specialty opera-
tions will be transferred to field offices; the nuuaber of head-
quarters divisions will be reduced from 13 to ©.

Everything we are doing points one way: toward Indian involve-
ment and Indian self-govermment. This of course implies accounta-
bility of tribal governments to their own people and a continuation
of Federal services to Indian citizens (U.S. Department of the
Interior News Release: 1973).

Conclusion~~History of Indian Policy

The policy of the federal government in regard to Indians has
been marked with changes in philosophy. The 1960's saw the beginning
of a transition away from the negative philosophies typified by the
removal of the Indian to Indian country, the allotment of tribal lands
to individual Indians, and the termination of the relationship between
the government and Indians and toward a more positive philosophy in

which Indian people would begin to see that their decisions and actioms
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would be the key that would unlock the door of future possibilities for
Indian development (Tyler, 1973:216). This latest policy, termed

Indian self-determination, is the central focus of this research.

Organization and Management Literature Applicable
to the Study of Self-Determination

As outlined briefly in Chapter I (see pages 3-7), the policy of
self -determination may be viewed and analyzed with emphasis on five con-
cepts often dealt within the organization and management literature--
decentralization, participation, cohesiveness, satisfaction, and conflict.
This section of the chapter is devoted to a discussion of each of these
concepts, their treatment in the literature, and their relationship to
this study. There exists a substantial amount of research and literature
regarding each of the variables studied. Accordingly this review must be
limited to a brief overview, with decentralization and participation
receiving primary emphasis. In addition to the five variables of central
interests, a final section is presented which discusses some additional

considerations applicable to an examination of self-determination.

Decentralization

In the discussion of self-determination, it was noted that
self-determination calls for the future of tribal organization to be
determined by tribai acts and Indian decisions rather than by the
paternalistic actions of the federal government. This change seems to
imply to a student of organization and management that the concept of
decentralization might be usefully employed in analyzing tribal
organization as affected by the polidy of self-determination.

The concept of decentralization has received substantial
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attention in the organization and management literature through the
years, yet the meanings of the concept have been varied. Khandwalla
(1977:508) discusses these various meanings. Noting that decentrali-
zation has been used to refer to the dispersal of capacities or
facilities, he cites examples of decentralization such as a bank
opening branches in order to be closer to its customers and the dis-
tribution bf research staff personnel in a firm at the level of various.
divisions rather than centralized in a single research and development
section. Khandwalla notes that more commonly decentralization is seen
as ﬁhe delegation by a group or individual, of authority for making
decisions to another group or individual who are usually lower in rank.
Atherton (1972:17) points to writers viewing decentralization in terms
of decision making, in terms of geographical dispersion of facilities,
and in terms of a philosophy of corporate life.

Closely related to the concept of decentralization is ﬁhe
concept of the distribution of control. Tannenbaum (1968:5) uses the
word "control" synonymously with the ideas of influence and power.
Accordingly, he defines control as "any process in which a person or
group of persons or organization of persons determines, that is, inten-
tionally affects, the behavior of another person, group, or organization."
His work focuses on the distribution of control and total control
within an organization.

| Building upon Tannenbaum's concept of distribution of control,
Whisler, Meyer, Baum, and Sorensen (1967:283) investigate the centrali-
zation of organizational control. They provide definitions of control

which focus on compensation, structures, and interpersonal influence.
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Centralization is defined (1967:287) as "a coﬁdition of concentration of
control in the hands of a few members." They note that an extreme case
of centralization occurs when one member has all the pgrceived control
and the other members have none. The other extreme, the limits of
decentralization, occurs when all members have equal perceived control.

The concept of decentralization used in this study uses the
approach suggested by Atherton, Tannenbaum, and Whisler, et al. Decen-
tralization is seen to be concerned with the locus of influence. The
definition for decentralization as used in this study will be the degree
of relative distribution of influence with respect to matters involving
the tribe and its members among various groups and people associated
with the tribe. As noted in the work of Tannenbaum, influence is used
synonymously with the terms comtrol, authority, and power. |

In studying whether there has been a change in the relative
distribution of influence in an organization, it is necessary to look
into the question of how much influence there is in an organization to
be distributed. 1Is the total amount of influence in an organization a
fixed quantity and do changes in its distribution occur only when influ-
ence is taken from some and given to others, oz can there be én '
increase in the amount of influence in an organization, therefore
allowing some individuals or groups to increase the amount of influence
they exert but not at the expense of lost influence among others? Tan-
nenbaum addresses these same questions in discussing the total amount
of control in an organizétion. Tannenbaum points out that traditional
analyses of social power assume that the total amount of power im an

organization is a fixed quantity and that members of the organization
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are engaged in a "zero-sum game" in which increasing the power of one
party must be accompanied by a corresponding decrease in the power of
the other (Tannenbaum, 1968:12). Pointing to the fact that many social
sclentists are now questioning this assumption, Tannenbaum states:

The total amount of power in a social system may grow, and
leaders and followers may therefore enhance their power jointly.
Total power may also decline, and all groups within the system
may suffer corresponding decreases.

Tannenbaum suggests that this assumption of a variable amount of power
(used synonymously with control and influence) in an organization pro-
vides a basis for resolving seemingly contradictory arguments regarding
its distribution in organizations. For example, one argument suggests
that the enhancement of control in lower echelons is essential for
increasing organizational effectiveness because involvement in decision
making at that level is necessary t§ foster conditions of identification,
motivation, and loyalty. Another argﬁment, Tannenbaum notes, is that a
high degree of control by leaders is necessary for the efficient direc-
tion and administration of the organization. Tannenbaum argues that
both parties can experience increased control and that such increased
control by both parties creates conditions for more effective organiza-
tional performance (Tannenbaum, 1968:13).

Assuming that there can be an increase in the total amount of
control in an organization, Tannenbaum discusses two classes of condi-
tions which iead to the expansion of the amount of contrel., The first
is that of an excernal expansion of power into the organization's
environment. The second concerns internzal conditions that bring about

structural conditions expediting interaction aund influence among

members and motivational conditisns implying increased interest by
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members in exercising control and a greater willingness of members to
being controlled (1968:14-15). Tannenbaum illustrates the possible
relationships among the conditions:

For example, extending control by the organization into its
environment may bring more decisions within the purview of the
organization that are subject to ‘the control of its members, thus
increasing the possibility of a greater total amount of control.

At the same time such increased opportunities to exercise control
within the organization may increase the members' involvement and
identification with the organization and hence increase their
interest in exercising control and their amenability to being
controlled. Members, then, as possible control agents, engage

in more frequent influence attempts, and as possible objects of
control, provide new opportunities to one another to exercise
control. Thus external developments may affect social and psycho-
logical processes within the organization conducive to a high level
of internal control, just as conditions of a high level of involve-
memt by members and of a high level of control within the organiza-
tion may contribute to the strength of the organization and hence to
its power in its enviromnment (Tannenbaum, 1968:15).

Measures of decentralization have been suggested by several
writers, although there naturally exists some controversy in attempting
_to reconcile the various definitions of decentralization with some of
the measures utilized (Whisler, et al., 1967). For this study, decen-
tralization has been defined as the relative distribution of influence
with respect to matters involving the tribe and its members among vari-
ous groups and people associated with the tribe. An apprbpriate measure
for decentralization as defined and one that has been used by other
researchers (Atherton, 1972; Whisler, et al., 1967) is derived from the
work of Tannenbaum (1968). As discussed earlier, Tannenbaum uses the
concept of control synonymously with the concept of influence and
measures the distribution of control and control in an organization

utilizing a control graph, as shown in Figure 1. Basically, his measure

of control relies upon the "averaged judgments by organization members in
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response to questionnaire items dealing with the amount of control exer-
cised by various groups in their organization" (1968:24). These
results are then plotted in graph form in the format shown in Figure 1.
The resulting graph may then be used to interpret the nature of distri-
bution of influence in the organization. Tannenbaum (1968:32) identifies
variations of graphic possibilities as follows:

1) the democratic model. This is a curve which rises as one moves
down the hierarchy. Groups at lower levels have more power
than groups at higher levels.

2) the autocratic or oligarchic model. This is a curve which
falls (i.e., influence decreases) as one goes down the
hierarchy. '

3) the laissez faire or anarchic model, This is a curve which

‘ remains low for all hierarchial levels. No one exercises much
influence.

4) the polyarchic model. This is a curve which remains high. All
hierarchial groups have important influence in this type of
organization.

To illustrate, in the graph shown in Figure 1, curve A repre-
sents a traditional autocratic or oligarchic model. Curve B represents
the democratic model. Curve X illustrates the possibilities of greater
influence by both upper and lower echelons, in which total influence has
increased. A shift in influence from curve A to curve X illustrates the
concept that an increase in influence of lower echelons does not neces-
sarily mean that higher echelons have relinquished influence, rather
each echelon is experiencing increased influence (Tannenbaum, 1968:13).
Distribution of control is defined as who or what hierarchically defined
groups exercise control over the organization and is represented by the

shape of the curve. Total control is defined as the amount of control

exercised within the organization from all sources and is represented
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by the average height of the curve. Distribution of control emphasizes
the relative power of individuals and groups involved with the organiza-
tion, whereas total control emphasizes the absolute amount of power
(Tannenbaum, 1968:33).

Since this study is concerﬁed with the application of decen-
tralization as it has or has not occurred through the policy of Indian
self-determination, it is appropriate to consider the views of several
writers regarding the application and impact of decentralization. Of
interest is the work of Yates (1976) who discusses decentralization as
it has been utilized in attempts to solve urban problems. Parallels may
be drawn between the use of decentralization to solve certain problems
with the Indian tribe by increasing the amount of influence Indians
have over the decisions and policies which affect them #nd its use in
solving the problems of urban areas. Yates motes that although decen~
tralization has been widely hailed as a promising method of urban
reform, there'is considerable ambiguity in the literature as to what
it entails, what impact it will have, and what strategies are best
suited to bring it about. The trouble with decentralization, he sug-
gests, is that its advocates often take its meaning for granted,
vaguely associating it with greater participation, communication, and
responsiveness in govermment. To understand the meaning and implica-
tions of decentralization, Yates suggests that several questions be
asked, as follows:

1) What is being.decentralized?

2) What do different forms of decentralization mean for the vari-
ous power relationships? -

3) Who gets power in decentralization?
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4) How do we measure the impacts of decentralization?

The first and second questions deal with the problem that vari-
ous elements of government may be disperséd to lower echelons. Yates
(1976:147) ranks some of the elements according to the‘degree of decen-
tralization they entail:

1) 1Intelligence gathering~-stationing officials in localities
' to find out what is going on in the field;

2) Consultation and advisory planning--seeking out the opinion of
local residents on policy matters;

3) rogram administration--making local residents the administra-
tive agents of central govermment programs and policies;

4) Political accountability--establishing elected officials at the
local level as representatives of local interests;

5) Administrative accountability--making district or neighborhood
administrators responsible for government programs and accounta-
- ble to local citizens;

6) Authoritative decision making--giving localities control over
policy and program development; and

7) Political resources--giving localities cbntrol over fiscal
resources and personnel such that local decision making involves
real stakes and capacities.
If decentralization involves only elements such as information gathering
or program administration, the system is still basically hierarchical.
If decentralization includes shared decision making and shared control
over resources, the result is shared power. And if decentralization
extends to the point wﬁere the local area has both decision making
authority and control over resources, it is séid to have local autonomy
or community control (Yates, 1976:148).

The third question posed by Yates involves who receives what
kind of power at the local level as a result of decentralization. He

presents three alternatives, political decentralization, administrative

decentralization, and community control. Political decentralization
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emphasizes citizen participation via advisory boards. elected councils,
and the like. These pgrticipants typically do not exercise control over
local government administrators and employees. Administrative decen-
tralization increases the power of neighborhood offici#ls and administra-
tors, the goal being to increase the flexibility, authority, and
accountability of those public employees who deal directly with neigh-
borhood problems. Administrative decentralization typically does not
involve citizen participation. The third alternative, community control,
gives neighborhood residents both political control in policy making and

administrative control of government employees (1976:148).

of decentralization. The major problem is that decentralization involves
multiple objectives and therefore diverse expectations as to what is to
be accomplished. Using an urban community as an example, Yates points
out that some expect decentralization to make them feel closer to govern-
ment; others expect decentralization to make the government more
accountable, responsive, or efficient; others expect decentralization
to foster the development of neighborhood leaders; while some simply
expect decentralization to solve some neighborhood problems. Yates
suggests that the vagueness of these goals make it difficult to know if
decentralization has fulfilled its objectives or even to find an appro-
priate criteria of success. |

In discussing the application and impact of decentralization,
Khandwalla (1977:508) discusses the advantages and disadvantages of
decentralization of decision making. He points out thatvdecentralization

has been considered as a powerful motivator of subordinates because it
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satisfies their higher order needs for power, autonomy, and for more
meaningful and responsible work. Decentralization also has been claimed
to make the organization more flexible and to enable it to respond more
effectively to local situations. It is also said that decentralization
frees top management from the drudgery of relatively routine decisions
so they can devote attention to strategic planning and decision making.
The disadvantages of decentralization include the claim that it creates
too many vested interests, breeds resistance to organization-wide
changes, and, therefore, makes the organization vulnerable in a crisis.
Webber (1975:417) summarizes arguments that have been advanced for
centralization and for decentralization as shown in Table 1.

These past several pages have focused on the topic of decentrali-
zation iﬁ order to provide a conceptualization that would be of use in
an examination of Indian efforts toward self-determination.v After
reviewing briefly a number of approaches to the concept, it was noted
that defining decentralization in terms of the relative distribution of
influence with respect to matters involving the tribe and its members
among Qarious groups and people associated with the tribe seemed to
provide a useful concept for looking at the decentralizing aspects of
self-determination. The work of Tannenbaum on control, as discussed,
provides a useful background for assessing these influence changes via
a zero-sum (fixed pie) approach or an approach based on the increasing
of total influence. Yates' study of the implementation of decentraliza-
tion to solve certain urban problems via urban reform provides some
parallels to the solving of certain problems of the Indian people by
self-determination efforts. Finally, a brief summary of arguments for

and against decentralization was presented.
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Table 1

Arguments for Centralization and Decentralization

Arguments for Centralization:

1)

2)

3)

4)

Brilliant, energetic, and knowledgeable pecple are rare.
Therefore, it is appropriate to concentrate authority in them.

Whether small or large, organizations require coordination

and integration of their various activities. This is best

accomplished by a centralized authority who can see overall
needs.

In a fairly sizable and diversified organization, different
functional and operating managers will come to think dif-
ferently and to focus on their own units, perhaps exzggerating
their importance to the whole. From time to time, overall
organizational interest will require unpopular decisions that
most personnel will disagree with. Only a centralized management
can make such decisions.

Confidentiality of strategic plans and tactical decisions can
be better maintained if restricted to a small group at the top.

Arguments for Decentralization

1)

2)

3)

4)

As an organization beccmes larger and more complex top
management only deludes itself if it thinks that it can main~

tain central control. This is a physical impossibility.
Since deteriorating control is inevitable, delegation should
be conducted logically through decentralization.

Decentralization lodges authority in the managers most
knowledgeable about the specific details of their products,
customers, and market conditions. Hence, their policies and
procedures will be more appropriate than those set by
centralized authorities.

Decentralization will create organizational units small enough
for a manager to fully uncerstand and identify with. If he is
given sufficient authority, the organization can benefit from
the same kind of commitment and motivation as that of the
owner-manager.

Pushing decision making authority down the organization will
provide more people with an opportunity to participate.
General motivation and job satisfaction will be greater and
management development more effective
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Participation

A report by the Commission on the Rights, Liberties, and
Responsibilities of the American Indian recommended the following in
regard to future Indian policy:

An objective which should undergird all Indian policy is

the Indian individual, the Indian family, and the Indian community

be motivated to participate in solving their own problems (Brophy

and Aberle, 1966:23). '
The following purpose is stated for Public Law 93-638, the Indian Self-
Determination and Education Assistance Act:

To provide maximum Indian participation in the Government and
education of the Indian people; to provide for the full participa-
tion of Indian tribes in programs and services conducted by the
Federal Govermment for Indians and to encourage the development of
human resources of the Indian people; . . . (U.S. Congress, 1975).

These two quotations point to the central concern in self-determination
policy of increasing the participation of tribal members in the programs
and services which affect them. This portion of the chapter presents a
discussion of relevant literature on participation as it relates to an

- examination of Indian self-determination.

It might be useful to first distinguish between the concept of
participation and that of decentralization. Although closely related,
distinctions can be made. Participation can be viewed as a by-product.
and one of the primary motives for decentralization. Participation is
defined for purposes of this study as the extent of involvement of
tribal members in decision-making within the tribe. Khandwalla (1977:
508) distinguishes between decentralization and participative decision-
making by giving the example of one firm where budgeting decisions may

be made at the top management level by a committee consisting of the

president and several vice presidents. Such a process would be
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participative, yet centralized. 1In another firm, budgeting decisions
might be made at a lower level, say by division heads, who make the
decision without the participation of others. This process would be
called decentralized decision making, yet it is not participative.

A number of writers have addressed the question of what results
may be expected from increasing participation in an organization, as
well as what the disadvantages and advantages of increasing participation
appear to be. The work of Alutto and Belasco (1972) is especially useful.
They review the literature regarding individual participation in organiza-
tional decision-making and point out that at least three distinct themes
emerge. The first concerns the importance of participation in determin-
ing the acceptance of change. They point to the work of Coch and Frencgh*;
(1948) and later research which concludes that participafion will increaée
the probability that change will be accepted as well as increase the
overall effectiveness of the chaqge. They point, also, to the work by
Lammers (1967) which suggests that allowing participation in decisions
over which participants exercise no control may be just as damaging as
allowing no participation at all. Both of these ideas (Lammers' and
Coch's and French'é) have important implications for self-determination
policy. 1Is the heavy emphasis placed on participation expected to lead
quickly to an acceptaunce of a change to termination of federal responsi-
bility? ‘And what harm may be done if there is increased participation,
yet no actual exercise of control is allowed the tribal members?

The second major theme noted by Alutto and Belasco concentrates
on interactions between the decisional participation rates of subordi-

nates and the perceived relative influence of administrative superiors.
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It is argued, by Tannenbaum (1968), and Mulder (1971), that by allowing
subordinates to participate in decision-making, superiors gain influence
over the actions of individual role performers. As participation is
extended and superiors relinquish complete control over decisions, they
gain increased certainty concerning the actions of their subordinates,
encouraging commitment through involvement. They also gain increased
influence over a widespread set of decisional issues, thus gaining on
the legitimate exercise of authority. And as Tannenbaum has pointed
out, one consequence of shared decision making is the need for increased
administrative control. This would suggest tkat the policy of self-
determination could be interpreted as action leadiung to increased control
by federal government.over the actions of individual Indians while at
the same time increasing the level of participation of Indians in decision-
" making. |

A third theme noted by Alutto and Belasco was the generally
positive effects of participation in decision making. For example,
Patcken (1970) studied the relationships between participation, job
sai:isfaction, job achievement, and organizational integration and con-
cluded that participation in institutional decision-making leads to
greater job satisfaction and work achievement, as well as greater
individual integration into the organization (Alutto and Belasco, 1972:
118) . Thus, it may be expected that increased participafion will have
an impact omn satisfa;tion and cohesiveness as examined in this study.
This expectation is also supported by the work of Argyris (1955) and
Khandwalla (1977:186).

Argyris (1955:158) discusses the writings of various
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consultants, executives, and researchers regarding the advantages of
participation in decision-making. Some of these advantages are that
participative management tends to 1) increase the degree of cohesiveness
of participants; 2) provide participants with an overall crganization
rather than a strictly departmental view; 3) decrease the amount of
conflict, hostility, and cutthroat competition among the participants;
4) increase the individuals' understanding of one another, which leads
to increased patience and tolerance toward one another; 5) increase the
individual's free expression of his personality; and 6) develop a
climate in which organization members find opportunity to be more crea-
tive and to come up with ideas beneficial to the organization. Khandwalla
(1977:186) summarized come of the main findings regarding research on
democratic or participative decision making, as follows:

1) Participatively managed or democratically led groups are more
self-reliant than autocratically led groups, especially during
the leader's temporary absence. Members of autocratically led
groups exhibit greater apathy, dependence, frustration, and
aggression toward the leader. (White and Lippitt, 1960)

2) It is easier to change the beliefs and behavior of individuals
- when they are handled together and when they are allowed to

participate in a group discussion than when they are merely
told to change their beliefs and behavior. (Lewin, 1958) A
group discussion leads to a wider awareness of the issue and a
feeling on the part of members of having participated in the
making of decisions. A group emerges from such a discussion
and thus acts as a force for keeping individual members in line.

3) Productivity may increase under a more participative style of
management, but there is no clear evidence that the gains are
greater than those under a more nonparticipative or authori-
tarian style of management. The evidence is stronger, however,
that the organizational climate and morale change for the better
should management become more participative and change for the
worse should it become more authoritarian or nonparticipative.
(Morse and Reimer, 1956, and Coch and French, 1948)



38

4) Not all organizational members react favorably to participative
management. Those with strongly authoritarian personalities
rcact indifferently or negatively to participative management.
(Vroom, 1960)

5) There is some evidence that the power sharing characteristic of
participative management increases not only the feelings of con-
trol of lower level employees, but also the feeling of control
of the management, (Tannenbaum and Kahn, 1957) In nonpartici-
patively managed organizations the management has the authority
to make decisions but not necessarily control over the outcome of
its decisions. The latter depends to a great extent upon the
cooperation extended by employees. 1In participatively managed
organizations, the management forgoes some of its formal author-
ity to make decisions but gains in exchange a greater assurance
that the decision made participatively will be implemented
expeditiously because of employee cooperation.

In discussing research regarding participation, Alutto and
Belasco (1972:118) point out that many researchers assume a simple linear
relationship between increased participation and such outcomes as willing-
ness to adopt change, increased administrative control, and greater inte-
gratioﬁ into the organization. They point out, however, that distinguish-
ing precise decisional participation is difficult because participation
can range from the presentation of an opinion to being a part of making
the final decision. They go on to say that not all forms of participa-
tion will produce identical or even similar organizational outcomes.

Alutto and Belasco also note (1972:118) that researchers often
maintain that the desire for increased participation is equally and
widely distributed throughout an organization. They point to research
which indicates that organizational populations are far from homogeneous
in attitudes, sentiments, and expectations concerning a wide range of
organizational issues, and that it is therefore more reasonable to assume

that not all segments of the population are equally desirous of addi-

tional participation in organizational life. They then suggest the
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crucial variable to observe is the difference between current and desired
rates of participation rather than a system member‘'s absolute rate of
participation.

One theory of organization which is based.on high degrees of
participation is that of Rensis Likert's System 4 (1961, 1967, 1976).
Based on research findings conducted at the University of Michigan's
- Institute for Social Research, the theory is claimed to be applicable
to every kind of organization and is "appreciably more effective in
enabling an organization to decide upon its objectives and to accomplisﬁ
them efficiently" (Likert, 1976:17). Often referred to as a theory of
participative management, System 4's emphasis of the beneficial effects
of participation is described by Taylor and Bowers (1972:2) in the fol-
lowing quote:

The system which appearé to function best in American industry
is participative, in the sense that it encourages an open sharing of
information and the involved influence of members over events and
decisions affecting their lives.

Likert's System 4 éheory has been compared with the classical
organization theory. This comparison, shown in Table 2, is adapted from
the work of Likert by Gibson, Ivancevich, and Donnelly (1976:277).

To summarize this section regarding participation, it seems
clear that the concept of participation is an important aspect of
organizational functioning which has generated substantial thought,
writing, and research. Participation focuses upon the notion of people
becoming more involved in deciding matters which affect them. It was
noted that in this study participation is defined as the extent of
involvement of tribal members in decision-making within the tribe.

This definition has support in the literature and seems to have
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Table 2

CLASSICAL DESIGN AND SYSTEM 4 ORGANIZATION

Classical Design
Organization

System 4
Organization

i)

2)

3)

4)

5)

6)

leadership process includes
no perceived confidence and
trust, Subordinates do not
feel free to discuss job prob-
lems with their superiors,

who in turn do not solicit

their ideas and opinions.

Motivational process taps only
physical, security, and econo-
mic motives through the use of
fear and sanctions. Unfavor-
able attitudes toward the
organization prevail among
employees,

Communication process is such
that information flows downward
and tends to be distorted,
inaccurate, and viewed with
suspicion by subordinates.

Interaction process is closed
and restircted; subordinates
have little effect on depart-
mental goals, methods, and
activities.

Decision process occurs only
at the top of the organiza-
tion; it is relatively
centralized.

Goal-setting process is located
at the top of the organization;
discourages group participation.

1)

2)

3)

4)

5)

6)

Leadership process includes
perceived confidence and trust

between superior and subordi-
nates in all matters.  Subor-
dinates feel free to discuss
job problems with their
superiors who in turn solicit
thei; ideas and opinions.

Motivation process taps a full
range of motives through par-
ticipatory methods. Attitudes
are favorable toward the
organization and its goals.

Communication process 1is such
that information flows freely

throughout the crganization --
upward, downwaré¢, and laterally.
This information is accurate and
undistorted.

Interaction process is open

and extensive; both superiors ant
subordinates are able to affect
departmental goals, methods,

and activities.

Decision process occurs at all
levels through group process;
it is relatively decentralized.

Goal-setting process encourages
participation in setting high,
realistic objectives.
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Classical Design
Organization

System 4
Organization

8)

Control process is centra-
lized and emphasizes fixing
of blame for mistakes.

Performance goals are low
and passively sought by
managers who make no
commitment to developing
human resources of the .
organd zation

Control process is dispersed
throughout the organization
and emphasizes gelf-control
and problem solving.

Performance goals are high
and actively sought by
superiors, who recognize
the necessity for making a
full commitment to develop-
ing, through training, the
human resources of the
organization.
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implications for self-determination policy which encourages the partici-
pation of Indians in the solving of their own problems and in programs
and services conducted by the federal government for Indians. The work
of Alutto and Belasco, Argyris, Khandwalla, and Likert discusses the
outcomes of increased participation for the organization and suggests
certain relationships between increasing levels of participation and the
level of satisfaction and cohesiveness of organization members. Their
work also suggests a number of other outcomes of increased‘participation
which may be examined as possible indicators that self-determination
policy had indeed been implemented at the tribal level. An attempt to
assess the changes in the degree of participation within the tfibe and
some of the consequences of this change occurs in the exploratory study.
Additionally, the survey study looks at perceptions of tribal members of

changes in participation.

Cohesiveness
As defined in this study, cohesiveness is seen as the degree of

tribal members involvement with and commitment to the tribe and the
desire to have an active tribal community. As implied in the writings
of Webber (1975:496) the success of grbups in meeting their objectives
depends to an important extent upon their internal strength as seen in
group cohesion. Cohesion is both a cause and a consequence; it aids

the pursuit of group objectives, and at the same time, cohesiveness

can be strengthened by the sharing of concentrated effort. Thus, the
presence of a cohesive tribal group would aid in the implementation of
self-determination, would be a reason for the success of self-determination,

and increased cohesion would be a logical outcome of the sharing experience



43
brought through increased participation in decision-making at the tiibal
level, .

Examining cohesiveness following the definition given above has
support in the literature. Allport has proposed potency of involvement
as the equivalent of cohesiveness and defines involvement as the "indi-
vidual's net investment in or tendency to maintain, the collective struc-
ture concerned” (Tannenbaum, 1968:258). Hellriegel and Siccum (1976:177)
point out that cohesiveness generally refers to the strength of the
members' desire to remain in the group and their commitment to the group.
Based on this conceptualization, groups whose members have a strong
desire to remain in the group and personally accept the goals of the
group would be considered highly cohesive related to one where the
opposite was found.

Researchers have approached the question of evaluating cohesive=~
ness in a group in a number of ways. Seashore evaluated cohesiveness in
terms of the degree to which members perceived themselves to be part of
the group, members preferred to remain in the group rather than leave,
and meﬁbers perceived their group to be superior to other groups with
respect to the ways the members stuck together, helped each other out
and got along together (Hellriegel and Slocum, 1976:178). Taylor and
Bowers discuss the means used to evaluate interpersonal processes which
characterize highly effective groups as described by Likert. They focﬁsed
on confidence and trust among members; strong shared motivation toward
goal achievement; effective group decision-making; effective and open
communication within the group; mutual help and coordinated effort;

flexibility, adaptability, and creativity; and job competence.
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Webber (1975:496) reports on research findings which identify
factors which affect cohesiveness. In general, cohesiveness tends to be
higher where group members are more homogeneous, membership is more
stable, and size is small. Outside pressure was seen as tending to
increase the cohesiveness of the groﬁp, and the higher the status of the
group, the more cohesive the group tends to be. The level of communica-
tion among members is also seen as being related to the cohesiveness of'
groups. Lott suggests that one impact of increased cohesiveness for a
- group 1s a higher level of communication among members, and that
increasing communication among members will lead to increased cohesive-
ness (Kolasa, 1969:321).

As might be expected, a cohesive group is more likely to arise
in a situation calling for cooperative activity and is more likely to be
.effective in performance than one experiencing intgrnal 'competition.
Klein has indicated that compatability of gfoup members and similarity
in characteristics of group members lead to more effective collaboration
and performance (Kolasa, 1969:277). This would seem to indicate that
cohesion is similar to conformity. Yet Hellriegel and Slocum (1976:176)
report that there is no one to one relationship between cohesiveness
and conformity. For example, theﬁ note that a mature group might have
high member commitment and stick-togetherness while simultaneously
respecting indiy;dual differences in behavior and thought;

Hellriegel and Slocum also discuss the relationship between
cohesiveness and performance. It is likely that a successful effort
will lead to a more cohesive group than would a less successful effort.
It may also be the case that a cohesive unit is more likely to be

successful. If groups' goals and overall organizational goals are in
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conflict, it is possible to expect a highly cohesive group would have
lower performance.

This study investigates cohesiveness and changes that have
occurred in the cohesiveness of the tribal unit. The variable is
investigated in the exploratory study utilizing the literature review
as a background and relying on the researcher's observations of indi-
cators of increased or decreased cohesiveness. The survey study obtains

tribal members' perception of changes in cohesiveness.

Satisfaction

The close relationship between satisfaction and participation
has been addressed by Tannenbaum (1966:98) whp states that the impact of
participative mechanisms on pefsons within the organization may lead to
satisfaction. In the exercising of influence through participation,
members can derive satisfaction due to their needs for self-determination
and independence. Additionally, participative mechanisms may bring
"material" or '"pragmatic' reward, in that a person who is involved in
decision making can perhaps shape policy in ways consistent with his
own self-interest. Participation is also described by Tannenbaum as
being intrinsically satisfying through the pleasure derived from group
meetings, making decisions, getting involved in challenging projects
and so forth.

Webber (1975:417) points to a relationship between satisfaction
and decentralization; noting that decentralization provides more people
the opportunity to participate, and this may lead to greater motivation
and satisfaction.

Satisfaction as used in this study is seen as an output or
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end-result variable. As has been pointed out, the end result of self-
determination should be that the Indian peopie accomplish the goals
they establish~-goals revolving around increasing the quality of life
in terms of health, income, housing, education, employment, and happi-
ness. Self-determination promotes the accomplishment of these goals
through the tribal organization, perhaps resulting in increased pressure
on the tribe by tribal meﬁbers to meet their needs. Accordingly, satis-
faction is defined in this study as the degree to which the tribe is
meeting the needs of tribal members.

There is support in the organization and management literature
for treating satisfaction as an end-result variable and for defining it
as noted. Gibson, et al. (1976:63) ip discussing organizational effec-
tiveness, designate satisfaction as one of the necessary measures of
effectiveness and define satisfaction»as the extent to which the organi-
zation satisfies the needs of its employees. Taylor and Bowers (1972:75)
use satisfaction as an end-result variable and define its domain in terms
of satisfaction with economic and related rewards, satisfaction with the
adequaéy of immediate supervision, satisfaction with effectiveness of
the organization as a system, satisfaction with the job itself, satis-
faction with the compatibility of fellow employees, and satisfaction

with advancement.

Conflict
Self-@gtermination represents a chaﬁge in Indian policy. At
least some of this change is directed at power and authority relation-
ships. Decentralization and participation both have implications for

looking at these changed relationships. Additionally, conflict and
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changes in the level of confli.t within the tribe need to be examined,
because levels of overt conflict increase as a function of participation
and decentralization as well as change. As Thomas and Bennis note
(1972:19), "Important diagnostic questions need to be asked about
organization in need of change and renewal. And perhaps the most sig-
nificant of these is how internal dissent demanding change is implicitly
managed." They also state that change almost invariably disturbs the
power equilibrium in the organization by calling goals into quéétion,
unsettling present formulas for distributing resources, and shaking the
status structure.

Conflict is defined in this study as the degree of disagreement
and dissension within the tribe. Conflict is not seen as the opposite
of cohesion, i.e., there is no expectation that I shall find them to be
directly, yet negatively, related to one another. Conflict can occur
"in highly cohesive groups. This notion is supported by Likert (1961:166)
who discusses the supportive atmosphere of highly effective and cohesive
groups in which suggestions, comments, ideas, information, and criticism
genefate disagreement and differences of opinion, but which focus on
arriving at sound solution and not on aggravating the conflict. Hellriegel
and Slocum (1976:128) suggest that individuals can simultaneocusly engage
in cooperation (working together toward a common goal) and conflict (dis-
agreement over the means of accomplishing the goal).

It is assumed that if there is increased decentralization and
increased participation, there is increased opportunity not only for
cooperation in setting and working toward tribal goals, but there is

also increased opportunity for conflict in these same activities.
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Dissension and disagreement that was previously in existence between
the tribal organization and the BIA in regard to these activities may
now be transferred to the tribe itself.

Conflict within the organization may be seen as functional or
dysfunctional in specific instances. It may facilitate or inhibit the
organization’s productivity, stability, or adaptability. The outcome
often depends upon the reaction of the organization to the disruption
of equilibrium that conflict brings to the oréanization (Pondy, 1967:
368). Pondy reports that few authors have viewed conflict as a neutral
phenomenon~-it is either evil, the opposite of cooperation and harmény
and should be eliminated, or it is a necessity for progress and change.
Of those seeing conflict as necessary, Boulﬁing (1962:308) points out
that conflict in itself is not good, but the processiﬁg of conflict
toward some type of resolution gives it meaning and makes it good. The
latter requires viable structures/mechanisms by whiéh conflict can be
Tesolved.

In the exploratory study, ;onflict and changes in the level of
conflict within the tribe are examined, attempting to determine the func-
tions and/or dysfunctions of the conflict in specific instances. In
the survey study, tribal members' perception of changes in conflict
is examined.

Other Considerations: Functions of Management, Orgénization
Change, and Organization Development

The policy of self-determination is a change in policy regard-
ing the federal government's relationship wirh Indians and has

ramifications for Indian tribal organization. The literature and
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discussions presented previously have dealt with concepts which were
ugsed extensively in conducting both the exploratory study (Chapter I11)
and the survey study (Chapter IV) in assessing tribal organizational
structure and changes resulting from the implementation of self-
determination. This final section on organization and management
literature concerns three topics used by this researcher in the explora~
tory study--functions of management, organizatiorn change and organiza- |
tion development. The framework provided by writers on these topics is

employed by this researcher in describing the tribal organization.

Functions of Management
In organizing the field of knowledge associated with the func-

tions of management, Kocntz and O'Donnell poiﬁt to five functions of
managers. These functions are planning, organizing, staffing, directing
and leading, and controiling. Planning is described as that activity
that concerns selecting objectives and the strategies, policies, programs,
-and procedures for achieving them. Organizing involves "the establish-
ment of an intentional structure of rules through determination of the
activities required to achlieve the goals of an enterprise and each part
of it, the grouping of these activities, the assignment of such groups
or activities to a manager, the delegation of authority to carry them
out, and provision for coordination of authority and informational
relationships horizontally and vertically in the organization structure"
(Roontz and G'Donnell, 1976:71). The organization structure is viewed
not as an end in itself but as a means for accomplishing objectives.
Organization structure must fit the task, must reflect any compromises

and limitations imposed on the manager, and must reflect the environment
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of the enterprise.

Staffing refers to manning the positions called for in the
organization structure. Directing and leading involves the direction
and leadership necessary to see that the organization meets its objec-
tives. TFinally, controlling concerns the "measurement of accomplish-
ment of events against the standard of plans and the correction of devi-
ation to assure attainment of objectives according to plans" (Koontz
and 0'Donnell, 1976:635).

Another.approach to the functibns of management is that of Fayol.
The elements of management, according to Fayol, are planning, organizing,
command, coordination and control. The first element, planning or "look-
ing ahead," involves securing a good plan of action which has the charac-
teristics of unity (one overall plan followed by specific plans for each
activity), flexibility (to bend to unexpected events), and precision
(eliminating as m&ch guesswerk as possible). Fayol advised there should
be a series of plans which together would comprise one entire plan for
the firm (Wren, 1972:221). |

Fayol's second element of management was organizing. It
included provisions for the structuring of activities and relationships
as well as the procurement, evaluation, and training‘of personnel. The
proper structure was said to define duties clearly, encourage initiative
and responsibility, harmonize activities and coordinate efforts, and
insure control ﬁithout an excess of regulation, red tape, and paper
control (Wrenm, 1972:223).

Fayol's third element was command which had as its objective

the obtaining of optimum return from all employees of a unit in the
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interest of the whole concern. The fourth of Fayol's elemants was
coordination and control. Coordination is needed to harmonize all the
activities of a concern so as to facilitatz its working and success.
Controlling consists of insuring things occur in conjunction with the
plan adopted, the instructions issued, and the principles established
(Wren, 1972:226-228).

A number of other writers have provided frameworks for viewing
the functions of management, generally following the same line as the
above framework discussed. Although this brief treatment of the func-
tions of management does not 4o justice to the vast amount of writings
and research on the topic, it does{ through the framework§ of Koontz and
. 0'Donnell and Fayol, provide a scheme for theAinvestigatioh of managerial

aspects of Indian effort at seif-determination.

Organization Change

The writings of Katz and Kahn, Greiner, and Chandler on organi-
zation change provide information for amalyzing change in the Chickasaw
Tribe, as reported in the exploratory study.

Katz and Kahn (1966:390) differentiate between change in the
organization itself and change directed at individuals within the organi-
zation. Change in the organization itself affects the organization
social system and its ﬁroperties (1966:425) :

It is sometimes done by executive order, as when two companies

merge and large sectors are reorganized or even eliminated. It

can come about from the revolution from within, as when young
reformers capture a state or local political organization, out the
old guard from control, and reorganize the functioning of the
political party. Systematic change can come about from pressures
from without, - as when the govermment orders the reorganization of an
industrial empire. . . . Or the outside pressure can be the power
of a labor union, which moves in on some of the old management
functions of employee discipline, lay-off, and dismissal.
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Further, Katz and Kahn point out that while organizations are
always in some degree of fluctuation and change, major changes are the
exception rather than the rule. Major changes result from either changed
inﬁuts from the environment or internal systém strain and imbalance.
Changed inputs include such.things as changes in information or resource
inflows (for example, when new resources are discovered or new laws
developed) and changed maintenance inputs as in the values and motiva-
tions of the organization members. Change in the organization due to
changed maintenance inputs is seen by Katz and Kahn as being basically
evolutionary, citing the example of the growth in the United States of
the democratic ethic which has extended into the organization.

Discussing internal strain and imbélance as the second éource
of major change, Katz and Kahn (1966:447) note that organizations func-
tion by means of adjustments and compromises among compeﬁitive and con-
flicting parts of the organization and its members. They suggest that
sources of internal strain are not the most potent cause of organization
change, rather the changed inputs from the environment are the most criti-
cal factors in significant modification of organizations.' They note,
however, that often changes from Qithout interact with internal strains
to promote organization change.

A framework for development and change of organizations has
been developed by Greiner (1972). Greiner sces organizat#ons as
passing fhrough phases of growth interrﬁpted by periods of turpoil.
The growth periods, which he calls "evolution," are characterized by
a dominant management style and a prolonged period of growth where no

organizational upheaval occurs. The turmoil period, which he terms
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"revolution'" is characterized by a dominant management problem. Key
dimensions in his model include organizational age, size, and growth

rate of the industry. Greiner's model is summarized in the diagram

below:
Figure 2
PHASES OF ORGANIZATIONAL GROWTH THROUGH COLLABORATION
Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
Large |
o Evolution Stages Cris.zis c_:i;

Revolution Stages —
Qrisis of
" ... Red. Tape

"Growth Through
Crisis of " Collaboration
- ~ Control .~
: .~ Growth Through
SIZE Crisis of - Coordination
Autonomy - o
- * - Growth Through
Crisis of ..°7  Delegation
Leadership"’af’ﬁfff"
> .Growth Through

Small - Direction
Groﬁth Through
Creativity

Young AGE ‘ Mature

A further conception of change in organizations is provided by
Alfred Chandler, as discussed by Wrem (1972:99). In studying the his-
torical growth of large corporations, Chandler noted that four phases of
growth occur in cyclic manners in American enterprises. The first phase

involves initial expansion and accumulation of resources. The second
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phase involves the rationalization of the use of resources, while phase
three involves the expansion into new markets and lineé to help assure
the continuing use of resources. The fourth phase involves restructuring

to insure the firm can continue to utilize resources effectively.

Organization Development

Much of the literature regarding change.concerns itself with
planned change, or the process of preparing for and managing change.
The term organization development is generally used to refer to this
process. Since Indian self-determination is an effort at planned change,
it is appropriate to provide a framework for discussing planned change
as provided in the orgamization development literature.

Organization development focuses on innovation and change in
organizations. A heuristic process, it is a long-range:effort to
improve an organization's problem solving capabilities and its ability
t6 cope with changes. A number of authors have attempted to define the
field of organization development in operational terms. Warren Bennis
describes organization development as "a response to change, a complex
educational strategy intended to change the beliefs, attitudes, values,
and structures of organizations so that they can better adapt to new
technologies, markets and challenges and the dizzying rate of change
itself." Richard Beckhard sees organization development és‘a change
strategy which is planned, organization wide, managed from the top, with
a purpose to increase organization effectiveness and health through
planned interventions in the organization's processes, using behavioral
science knowledge. Wendell French describes organization development

as "a long range effort to improve an organization's problem solving
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capabilities and its ability to cope with changes in its external envir-
onment with the help of internal or external behavioral science con-
sultants or change agents" (Raia, 1972:13).

Lyman K. Randall (1971:45) has described organization develop-
ment as follows:

Organization development is a reorientation of man's thinking and
behavior toward his work organizations. It applies the scientific
method and its underlying values of open investigation and experi-
mentation to individual and work group behaviors as they are
directed toward the solution of work problems. It views both man
and change optimistically. It applies a humanistic value system
to work behaviocrs. It assumes people have the capacity and moti-~
vation to grow through learning how to improve their own work
climate, work processes and their resulting products. It accepts
as inevitable the conflicts among the needs of individuals, work
groups, and the organization, but advocates openly confronting
these conflicts using problem-solving strategies. Its goal is to
maximize the use of organization resources in solving work problems
through the optimal use of human potential.

The methodology for applying organization development to an
organization is varied and differs from one consultant to the mext.
Beckhard (1971:15) has provided what he considers to be characteristics
and conditions that are found in a successful organization development
program as follows:

1) There is a planned program involving the entire system.
2) Top management is aware of and committed to the program.

3) The program is related to the organization's objective.

4) Organization development is a long-term effort, as in two to
three years being required for any large corporation to change.

5) Activities are action oriented; in other wofds, the types of
interventions and activities in which organization members
participate are aimed at changing something after the activity.

6) Organization development focuses on changing attitudes and/or
behavior.
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7) Orgenization development usually relies on some sort of
experience-based learning activity. This involves examination
of present behavior, experimentation with alternatives, and
commencement toward practice in modified ways to achieve beha-
vioral change.
8) Organization development efforts work primarily with groups.

This is because groups and teams are seen as the basic units

of organization to be changed or modified as one moves toward

organizational health and effectiveness. Individual learning
and personal change are secondary.

Typical to most programs of organization development is an
action research model. 'This model involves extensive collaboration
between consultant and client group, gathering of data, and discussion
and planning of data use.

This section of the preparatory study has briefly discussed
three additional concepts that were employed in analyzing the Chickasaw
tribal organization by the researcher. The topics of functions of
management, organization change, and organization development provide a
framework for use in assessing the current state of management in the
tribe, the ~hanges that are occurrihg in the tribe, and the extent to

which this change is being planned through the use of organization

development.

Conclusion
Included in this preparatory study has been a survey of litera-
ture from the organization and management field which serves as a basis
for the analysis of Indian tribal organization and self-determination.
I both the exploratory study and the survey study, the concepts of
decentralization, participation, cohesion, conflict, and satisfaction
are employed in studying the Chickasaw tribe. Self-determinatioﬁ

calls for the future of tribal organization to be determined by tribal
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acts and Indian decisions, implying a change in the degree of relative
influence. Self-determination also calls for full participation of
Indian people in solving their problems. A more cohesive tribal unit and
a greater sense of satisfaction of tribal members towafd the tribe are
logical outcomes expected from a move to self-determination. And the
process of change and the nature of decentralized and participative
systems make conflict an appropriate area for invest;gatioq in this
study. The exploratory study also utilizes the concepts of functions
of management, organization change and organization development, and
these have been presented.

The next portion of this preparatory study provides informa-
tion as to the implementation of self-determiné;ion.

Organization and Management Aspects of the Implementation
of Indian Self-Determination

This portion of the study attempts to present information and
research findings that relate to Indian efforts at self-determinztion
from an organization and management perspective. The information is of
use in learning more ;bout the current state of Indian affairs in general
and in providing additional background for studying a specific tribe (the
Chickasaw Tribe of Oklahoma) as it works toward self-determination.

Information for this section was gained in a number of ways.

In addition to reference works on Indian policy and the rélationship
between the federal govermment and Indian tribes, the researcher gained
information through attendance at several conferences and seminars and
a number of interviews and discussions with people involved in Indian

affairs. Some of the sources of information used are as follows:
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Attendance at American Indian Heritage Symposium
Attendance at Intertribal Council Meeting of the Five
Civilized Tribes

Interviews and Discussions with:

Congressional Staff Personnel, Washington, D.C.

Acting Director of Industrial Development, BIA, Washington
Tribal Operation Officer, BIA, Washington, D.C.

Director of Industrial Development {(of a tribe)

Chiefs of several tribes

Tribal organization employees

Academicians involved in Indian Affairs

Members, American Indian Policy Review Commission

Indian friends and students

The findings of this information gathering process will be
presented in the remainder of this chapter.

Two questions might be addressed before discussing the imple-
mentation of self-determination. They are "What is the relationship
between the Indian and the federal government?" and "What is the role
of the Bureau of Indian Affairs?'" The nature of the relationship
between the Indian and the federal government guides the formation of
federal policy, and the implementation of federal policy is carried out,
to a large extent, by the Bureau of Indian Affairs.

Indians are citizens of the United States and possess the
same rights, privileges, and obligations as other citizens. The federal
government is a trustee of Indian property, not a guardian of the indi-
vidual Indian. Yet this trust relationship over Indian lands has created
a special relationship between the Indian and the federal government.
Numerous services are guaranteed to Indian people along with this rela-
tionship (U.S. Department of Interior, Federal Indian Policies, 1975:12).

The Bureau of Indian Affairs is the government agency which

handles many of the common services which are administered. The BIA

was established in 1834 as part of the War Department, when settlements
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near Indian country were mostly army outposts.' In 1849 it was transferred
to the Department of the Interior. The Commissioner of Indian Affairs is
appointed by the President and confirmed by the Senate. The BIA has
three distinct functions. One is the responsibility cf carrying out
programs authorized by Congress. The second is to act as trustee for
indiaq lands and resources. The third, and the one most crucial in self-
determination policy, is to create a climate in which Indian groups can
operate by and for themselves (Brophy and Aberle, 1966:17).

In order to carry out these functions, the BTA has approxi-
mately 18,000 employees and a fiscal 1977 budget of over one billion
dollars. Headquarter offices are located in Washington, D.C., and
Albuquerque, New Mexico. There are twelve area offices and eighty-two
subordinate agency offices (U.S. Department of Interior, 1976:1).

A Bureau of Indian Affairs Management Study (1976) reached a number

of conclusions critical of the BiA inéluding the following:
There is a notable absence of managerial and organizational capacity
throughout BIA. Decisions are made on a day-to-day basis with
little long-range planning. Communication among organizational
levels is poor as are agency-tribe relationships (U.S. Department
of Interior, 1976:3).

Having briefly noted the relationship between the Indian and
the federal govermment and the role and structure of the Bureau of Indian
Affairs, this discussion will now turn to the implementation of self-
determination. | |

Information regarding self-determination was gained at the
American Indian Heritage Conference, in Tahlequah, Oklahoma, in 1976.

During an informal discussion with a prominent historian, the researcher

asked his opinion as to the extent of self-determination to date. The
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historian felt that the 1970 excitement regarding self-determination was
follows in 1971 and 1972 by a power étruggle within the bureaucracy
climaxed by the takeover of the EIA building by the American Indian
Movement (AIM) in 1972. He felt the internal conflict.was brought
about by changes being made in the BIA, including Indian preference
and sglf-determination, with many BIA employees feeling they were being
moved aside. Many of the older Indians feared that self-determination
was really a cover-up for termination. The historian reported that the
two parties, the older Indians and the BIA employees, joined together
and fought the changes. The resulting conflict and turmoil brought a
halt to the Indian program, leading to the firing of Commissioner Bruce
and confusidn in Washington as to what to do with the BIA. The his-
torian noted that Marvin Franklin was then appointed as BIA commissioner
and was able to do little, At about this time, John Erlichman, of Nixon's
staff, became interested in the Depaftment of Interior, and this interest
was translated, according to the historian,vinto increased power for
the Department of Interior over Indian affairs. Congress then became
involved, and matters were generally confused. The historian reported
that Morris Thompson, Commissioner of fhe BIA at the time of the inter-
view, had been able to bring some degree of organization to matters,
although the power still rests with the Interior Department and the
foice of Management and Budgets.\ |

In response to the question as to the extent of decentraliza-
tion that occurred, the historian responded that he felt the BIA area
officers have the same influence in 1976 as they had in the early

1970's, when in the spirit of self-determination, decision making
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authority regarding budgets, programs, and the like was given to the
regional area offices. He noted, however, that some centralization
occurred from the locél agency and tribal level to the area offices in
a consclidation move. For example, superintendents working with a par-
ticular tribe were consolidated in area offices. The historian did
peint out that Indian people appear to be participating more in decision
making and becoming more involved at the local level.

Tyler (1973) presents evidence that the self-determination
philosophy is being implemented. Some examples he cites are as follows:

1) a change from relocation of Indians to areas where work is
available to a placement service that would put emphasis on
local training and employment

2) programs to attract industry to areas near Indian populations
have been implemented. From the mid-50's to 1968, over twelve
hundred industrial enterprises were established on or near
Indian reservations, employing 45,000 Indians

3) increased federal expenditures to assist Indian self-determina-
tion efforts. Expenditures in 1968 were about $425 million as
compared to $94.5 million in 1955. Agencies such as the Depart-
ment of Health, Education and Welfare, Department of Housing
and Urban Development, Department of the Interior, the Bureau
of Indian Affairs, and the Department of Labor were involved in
formulation, 1mp1ementation, and evaluvation of strategies for
development

4) a changing role for the Bureau of Indian Affairs including

~-transformation of the BIA from a management to a service
organization;

~—reaffirmation of the trust status of Indian land;

--making the BIA Area Offices fully responsive to the Indian
people they serve;

~-providing tribes with the option of taking over any or all BIA
program functions with the understanding that the Bureau
will provide assistance or reassume control if requested to
do so;

--working with Indian organization to become a strong advocate
of urban Indian interests.

Admittedly some of the statements by people associated with the

BIA and the federal government may be self-serving. Yet they do provide
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some idea as to the implementation of self-determination. Secretary
of Interior Morton provided information citing progress in achieving
Indian self-determination in a news release issued in 1972. Morton
notes that funding for the BIA doubled from 249 million dollars to 530
million dollars in four years. An increase in the number of BIA execu-
tive positions filled by Indians from ome out of eleven to seven of
twelve had occurred. Funding of Indian college scholarships increased
from 3 million to 15 million dollars. Morton also notes that Indian
tribal leaders are setting forth their own priorities for the use of
BIA funds, and the BIA is acting on those priorities.

. In moving toward self-determination, many tribes have estab-
lished and operated housing authorizics through the Department of Housing
and Urban Development. Although federél funds are used to finance the
operation, and consequently HUD does have certain contrdls over the
tribal housing authorities, much of the decision making is done at the
tribal level, and some tribes have made a start in providing better
housing for their members. Other tribal programs that have been
developed to meet self-determination goals involve education, health,
training, and employment. These programs are also characterized by
increased involvement by tribal members.

Some tribes have ventured into economic enterprises as a means
of providing employment for their members as well as to pfovide income
for the tribe. A number of tribes have built or purchased motels which
they operate. Tribes are also involved in starting small manufacturing
plants (electronics, mattresses, craft items), and a few have constructed
industrial parks in an effort to attract industry into their geographical

area.
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A BIA industrial development director discussed with the
researcher some of the problems associated with the industrial park
concept. It is difficult to attract industry (parks were only 6% occu-
pied as of 1975), and there have been some well publicized conflicts
between the industries and the tribes (Fairchild in Arizona, for
example). Some of the sources of information with whom the researcher
discussed the matter of industrial parks indicated they felt the concept
is not the answer in the long run for meeting self-determination goals
because it places the Indian people at the mercy of white controlled
industry. This, according to one source, allows Indian labor to be
obtained cheaply, allows little Indian participation in the company
decision-making, and results in turning the Indian community into a
"company town.”

Another tribal approach to improving the economic aspects of
its members has been to provide loans to assist its members in starting
their own businesses. Theiresearcﬁer talked with one such member who
owns a men's clothiné store whose start-up financing was provided by
the tribé.

Some Indian organizations, separate from tribal organizations,
have been formed with the purpose of assisting Indian people and/or
Indian tribes to meet self-determination goals. The Oklahomans for
Indian Opportunity (0IO) is such an organization. The‘OIO is funded

under the Economic Development Act of 1964 and provides assistance to

[0}

Indians trying to develop business enterprises. The OIC staff assists
in putting together business packages which might involve seeking busi-

ness opportunities as well as providing financial, management, and



64

technical assistance to Indian businessmen (0IO Annual Report, 1975:5).

A recent move by the 0IO has been to form a profit-making subsidiary
organization of non-profit OIO to establish and operate businesses, the
profits of which can be used to establish other businesses. The first
purchase of this subsidiary was the recent purchase of a hat manufactur-
ing company in Lawton, Oklahoma.

One of the problems facing self-determination and its success is
the dilemma of how much control or review the BIA should have in regard
to tribal decisions. Secretary of Interior Kleppe addressed this issue
at a White House meeting of Indian leaders (U.S. Department of the
Interior, News Release, 1976). The following is quoted from that
address: |

It is not easy to achieve a balance because there are some inherent
contradictions in our responsibilities--just as there are contra-
dictions in government in general when we try to guarantee both
freedom and security for the general public. Concerning Indian
affairs, our Department has a trust responsibility to the tribes.
Legally and morally we have the obligation to protect reservation
land and resources, and to work to improve Indian life. At the
same time, we are committed to Indian self~determination. This
means encouraging the tribes to make their own decisions, and not
only abiding by those decisions but helping to implement these
decisions where there is no legal barrier. The critical question
is where we should draw the line when a tribe wants to take an
action which the BIA and I feel would be detrimental to that tribe.

Mistakes are made every day in government at all levels. Do we
have an obligation to allow tribal governments to make mistakes?
Self-determination says that we have that obligation to allow you
to take actions which our best judgment tells us is a mistake for
you. Our trust responsibility argues that we do not have the
legal authority to allow you to make mistakes if we can prevent
them. The problem is difficult, but it is one which we must face
daily. We constantly strive to determine that fine line between
the two extremes.

To complicate the problem, we realize that the fine line is not
the same for each of.the 482 Indian tribes or bands and Alaska
Native villages. Some of your tribes rely heavily upon the exper-
tise of the Department of the Interior. We do have highly compe-
tent people who are able and anxious to advise you and assist you,
and to run programs for you, if that is your wish. On the octher
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hand, we know there are tribes which are fiercely independent, have
the ability and desire to carry out all the functions of government,
and primarily want the Federal government to stay out of their way.
We are attempting, within the legal and budgetary constraints under
which we operate, to provide the flexibility to deal with each of
these extremes and every shade in between.
The problem discussed by Secretary Kleppe as to whether to
allow Indian tribes to make mistakes is indeed a difficult one. Castile
(1974:219) points out that Indian peopie will be hesitant to participate
if it appears their decisions will be overruled. He notes that while
it is unrealistic to assume a complete waiver of federal responsibility,
the direct control should be reduced to a minimum, avoiding government
by purse strings while providing sufficient guarantees of responsible
use of funds. To do otherwise, points out Castile, is self—dgfeating.
Another aspect of self-determination efforts from ;n organization
and management perspective involves the tribes themselves and the organi-
zation they have developed to implement self-determination as well as to
govern their tribe. This ﬁortion 6f the study presents findings relating
to tribal organizatiéns.

One major source for this section has been the report Indian

Tribes as Governments which was prepared by the Indian Lawyer Training

Program. Research was conducted by law stgdents who spent time with a
specific tribe gaining information in the primary areas of tribal
governing structure, tribal court structure, economic development,

and administration of governing services. In the paragraphs which
follow, portions of that report will be presented, with particular
emphasis being given to those portions which relate to organization

and management, especially participation. The Chickasaws were not among
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those tribes studied.

The research of the Papago Tribe of Arizona (American Indian
Lawyer Training Program, 1975:30) brings out various aspects of tribal
organization. The governing body of the Papago is a council that is
elected from eleven districts of the tribe, each district being allowed
two representatives. The elected council then elects its own officers,
the resulting chairman having the fesponsibility for presiding over the
council and for directing tribal administration. Each district also
has its own district council made up of members of the various villages
of the reservation. These district councils are independent of the
Papago Council, the tribal comstitution setting forth that each dis-~
trict is to manage their own local affairs. Only when a decision
affects another district is the tribal council to get involved.

Observations as to the operation of the tribal organization were
made in the report (1975:31). One aréa of conflict within the tribe has
been that some districts are financially more secure than others, due
primarily to mining operations conducted in some of the districts. Since
revenue from the districts is divided equally between that district and
the entire tribe, the result has been that some districts have better
financial resources than others and consequently have become more power-
ful within the tribe both politically and financially. There are those
in the tribe who believe the income should be distributed.and shared
equally among all districts, but the issue was unresolved and hotly
disputed at the time of the research.

Another aspect of tribal organization among the Papago has

been that the tribal elected officials are elected for only one year terms.
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The observer reports that the shortness of the term results in ineffective-
ness due to the "lame duck" nature of one year terms. The observer also
reports of attempts to change the comstitution to a more participative
one (to elect the tribal officials at large rather than from within the
membership of elected officials), but the revised elections procedures
have not been established. The observer also points out that the powers
of the council are subject to review and approval of the Secretary of
Interior, a factor which gives control of all tribal trust monies, main-
tenance of law and order, regulation and licensing of non-~-Indians doing
business on the reservation, and so forth, to federal authorities. The
observer comments that having someoﬁe outside the tribal organization
overseeing the tribe illustrates the shortcomings of the Indian Reorgani-
zation Act of 1934 and the resulting constitution. The’obsérver
teports that a revised constitution, ‘tailored to the needs and goals
of the Papago people, is the first step of a fresh start.

In reporting on the Cherokee Nation of Oklahoma, the American
Indian Lawyer Training Program (1975:35) reports that the governing
structure is centered legally and politically around the office of the
principal chief, who until 1971 was appointed by the President of the
United States. éince 1971 the chief has been elected..

The observer reports that no tribal council exists, although
the chief, W. W. Keeler, has always tried to establishhan elected body
through which tribal members could express their opinions. Until 1972
the chief was advised by an executive committee which was made up of

. leaders of the various Cherokee Communities. In 1972 the Elected

Cherokee Community Representatives Organization, a body of 85 representatives
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from over 43 Cherokee communities, was established. The observer
reports that.the bo&y is a voluntary organization, and its decisions
are not legally binding. Its membership is open to those who are
interested. The observer reports that even though the organization
has little authority, their opinions are highly regarded and in effect
always foliowed. The researcher goes on to comment that he would ques-
tion allowing members of a large volunteer organization to make costly
decisions.

There also exist within the Elected Cherokee Community Repre-
sentatives seven standing committees which work on committees such as
employment screening, by-law revision, credentials, roads, finance,
industry, and education. The observer reports that the power of these
committees is not to be understated, that the larger memberéhip rarely
overrules committee recommendations. He gives an example of the power
of the committee as being'evidenced By one committee which is attempting
to determine how a 3.5 million dollar judgment will be used.

The obsérver also reports of confusion as to the organization
of the tribe, stating that there was a ""continued plea to know how the
whole system fits together.” He calls for a new constitution and an
elected body to set policy for the tribe. He indicates that these tasks
are under consideration and substantial work has been dong.

The American Indian Lawyer Training Program (1975:38) also
presented some observations of the Mez Perce of Idahc tribal government
system. The Tribal General Council is made up of all 950 eligible
voting members of the tribe. This council meets twice a year to elect

the tribal Executive Coumittee and other officials and to conduct
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general business, The obgerver for this tribe reported that it is
generslly considered that the General Council contributes little more
than 8 tribal gathering to "express dismay or render suggestions concern-
ing tribal matters from a small group of concerned tribal members."
The primary governing body is the Tribal Executive Committee, which
consists of nine members elected for three-year terms. They elect
among themselves a chairman and other officers. The duties of the
executive committee are to represent the tribe in negotiations with
federal, state, and local governments, corporations, associations, and
individuals, to promote and protect health, educétion aﬁd general welfare
of the tribe, to administer unrestricted tribal.funds, to run elections,
and to administer welfare. They also have power, subject to approval
by the Secretary of the Interior, to manage tribal property; to further
economic development of the tribe and its members, to enforce conduct
'ordinances, administration of law and order, snd the like. The observer
reports that the committee.is the ﬁbst important decision-making body of
the tribe. |

In discussing the relationship becween the General Tribal
Council and the Executive Committee, the observer notes that it is dif-
ficult for the General Council meeting to be an effective results
getter because it is perhaps too large, similar to town hgll mgetings,
attended by all, which can drag on without accomplishing anything. He
notes that the executive committee is an effort to have a smalil repre-
sentative body working for the entire population. He also notes that
he did not observe any serious division of interest between the General

Council and the Executive Committea. He also notes that the Executive
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Committee is overworked,lserving as a policy m;king body as well as a
leasing agency, credit company, business management board, and financing
agent.

In discussing the tribal structure, the observer notes that
tribal members were completely aware of their various officials, they
knew who was in office and when their terms expired, and they knew about
tribal programs and services available. He points out that tribal
members were generally unaware of.what was contained in their constitu-
tion, although the officers of the councils were fully aware of their
designated powers and duties of office.

Research of the Pueblo of Santa Clara tribe; New Mexico, was
alsd reported in the American Indian Lawyer Training Program report
(1975:33). The Council is composed of - a governor, lieutenant governor,
secretary, treasurer, interpreter, sheriff, and eight faction representa-
tives, all of whom are electad. The.observer reports that the governor
is the executor of the tribe, with extensive responsibilities but limited
in decisional powers by the council. The governor does not have vdting
rights'on the council, unless there is a tie, but the observer reports
that the governor's recommendations and desires are influential in the
council's policy making process. Council meetings are held weekly or
more often as required. The council considers‘daily problems, contracts,
proposals, business matters, personnel policies, and the iike. The
observer reports that each council member is given a time period to give
his verbal opinion, then the council verbally votes, considering the
governor's recommendations.

The governing body of the Chippewa-Cree of Montana is the
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Business Committee, composed of a chairman, Vice Chairman, seven additional
members, all elected for four year terms. The researcher points out that
the powers exercisable by the various parties are not clear cut, a fact
which probably has resulted in lack of action by the t?ibal governing
body, since it is conceivable that these groups may expect someone else
to exgrcise power. He notes that this lack of clarity makes the struc-
ture less effective than it should be. He notes that tribal members
appear to take little interest in government affairs, and those that do
have the same problem as above. A plan accomplished iz 1971 noted the
tribe's lack of progress in economic, social, and political development.

The research director of Indian Tribes as Govermments, Alan

Parker (1975:42) presents a commentary as to the observations made of
the various tribes, pointing to several themes that emerge.' One theme
is that there seems to be a concern that tribal constitutions are out-
dated and not serving the needs of tﬁé tribal government. Another
theme he notes is that the administrative aspects of the tribal organi-
zation needs development and support. Most constitutions do not, he
notes, set forth how the tribe is to execute and administer tribal
programs, but gives emphasis to the legislative, or policy making
function of the tribe. He points out that this éhortcoming can generally
be tied to the time in which most constitutions were drafted (1930's),
following enactment of the Indian Reorganization Act, wheﬁ governmeiit
lawyers drafted constitutions with a relatively narrow view of the
purpose of the tribal constitution. A third theme that emerges is

that it seems unlikely, with differences in govermmeat structures, cus-

toms, resources, population and available personnel, that one model
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constitution and reorganization plan would fit the needs of all tribes.

A summary of a study conducted by the Department of Interior at
the Ogalala Sioux Reservation is presented by the U.S. Commission on
Civil Rights (1975:28). Three findings in the report are applicable to
this study. First, it was noted that federal programs could be more
efficiently administered and that strong innovative leadership is needed
to deliver effective services. Second, it is noted that large numbers
of people were uninformed as to the workings of thg tribal and federal
government, especially in not understanding how the people's needs and
desires were reflected in the prograﬁ pians of the tribal government,
BIA, and other agencies. Third, the report pointed to a communication
problem among various parties-~within the BIA; within the tribe, and
between the BIA and the tribe.

A number of other comments can be made in regard to various
tribal organizations. It appears th;t in most of the tribal organiza-
tions, change is either in'progresé or is seen to be needed. This
change generally is associated with the tribe's ability to effectively
accompiish its business, and revolves around the tribal organization
structure and its constitution. There seems to be some contradiction
among observers and the tribes as to whether more participation is
needed or whether there is so much participation that things cannot get
done. Some seem to be arguing for a strong leadership to direct matters
in the best interest of the tribe, while others seem to be arguing that
a more democratic mode is needed.

There appears to be no one established structure for an Indian

tribe. In some tribes the tribal council is the top decision making
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authority, in others the chief is the top decision making authority.
Some tribes have elected key officials, some have appointed. Some
tribes have no formal organization at all, some have an elaborate
gtructure (U.S. Department of Commerce, Federal and State Indian
Reservations, 1974). Some tribes have entered into economic activity
have developed a separate business structure that operates the business
aspects of the tribe. Other -tribes have intermixed the business acti&iéy
and the -tribal government ac;ivity, which has caused.some difficulty
(American Tribes as Governments, 1975:14).

In terms of planning, it appears many Indian tribes have
established some formal plamning process. The researcﬁer visited with
the chief planner for one large tribe who was-leaving the next day to
participate in a government conference for planning in Indian tribes.
The researcher has viewed several formal plams, the mosé comprehensive

being the Navajo National Overall Economic Development Program (1974),

a 150-page document devoted to.planning and strategy development.
Leadership is important, of course, to any organization, includ-

ing Indian tribes. Although there are many well-known Indian leaders

in the United States today, one of the major difficulties that face

Indian tribes is the lack of qualified personnel available to manage

tribal enterprises (American Indian Lawyer Training Program, 1975:183).

One reason they are not available is due to lack of training, but

another is due to lower salaries that are offered qualified Indian

managers as compared to what they can receive in non-Indian business

organizations (American Indian Lawyer Training Program, 1975:99).

An assessment of one effort at self-determination is seen in
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Van Willigen's (1977:30) discussion of problems encountered in the imple-
mentation of a community development program with the Papago Indians
in Arizona. Part of the problems were generated by the interface
between the abstract goals of community development (self-determination,
democracy) and the concrete goals (rescurce procurement, personnel manage-
ment) through which the abstract goals are achieved. The community mem-
bers' lack of understanding of the community development worker's role,l
with perceptions of that role ranging from "errand boy" tb autocrat also
led to problems, as did the lack of adequate program resources. Accord-
ing to Van Willigen, the initial phase of the program was characterized
by strong commitment to self~determination and democracy, but later
phases were hampered by disillusionment and frustration caused by lack
of knowledge and resources to accomplish some of the planned programs.

Van Willigen (1977:32) alsolnotes that inconsisﬁent basic
assumpticns may also lead to problemé. For example, the goal of the
program is community self-determination, yet the very existence of a
community development program implies that the community is develop-
mentally impotent. A disorganized community also hampers implementation.
Van Willigen (1977:34) notes that there was a great deal of variety of
strengths of community organizations. Some communities had little |
formal organizaticn to produce decisions, and as‘a reéult the community
development program suffered. He notes that those communities most in
neeﬁ of development were also those with such unstructured organizations
that they could not render a legitimate group decision.

Another problem noted by Van Willigen was that of resources

causing dependency because of the method of allocation. The abstract
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goals of community development would call for.the tribe to be more
involved in determining the'use of resources, thereby strengthening
community independence and organization. Yet, the achievement of con-
crete goals may not be accomplished unless the tribe meets the require-
ments set forth by the resource providers. And when they meet these
requirements, they are sacrificing the abstract goals.

Other information gathered by the researcher suggests that some
tribes have had difficulty in being effective. One tribal leader told
the researcher that his tribe had spent the last three years trying to
resolve a conflict as to the recognized tribal leadership, with the
state recognizing one group and the Bureau of Indian Affairs recognizing
another. As a result, the tribe had accomplished "practically nothing"
in the words of that tribal leader toward building programs-for self-
determination. Reports regarding another tribe point out that because
of a large number of groups within tge tribe, it had been difficult to
achieve consensus in.decision makiﬂg. The tribe might vote and agree
on a decision one time, then bring the same issue up for a vote the next
meeting and change the decision. As a result, tribal programs have been
limited. One tribal member told the researcher that he became so
frustrated with trying to get things done in the tribe that he finally
divorced himself ffom tribal matters.

This section of the preparatory study has presented information
regarding the organization and management aspects of implementing Indian
self-determination. Several of the sources confirm that a degree of
decentralization has occurred, although the dilemma of the amount of

influence to be exercised at the tribal level appears to be of concern.
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As Castile (1974) and Van Willigen (1977) warn, a federal government's
"rule by pursestrings" could be self-defeating. Yet, as Secretary Kleppe
(U.S. Department of the Interior, 1976) suggests, the government, while
trying to bring about self-determination, still has thé responsibility
to prevent a tribe from making mistakes.

In terms of participation, there is also evidence that tribes
are grappling with the participation issue, and in general it seems
tribes are moving toward a philosophy of increased participation, if
through nothing more than the eilection process.

In terms of organizational change, there appears to be evidence
that tribes are involved in change as they implement self-determination.
Several tribes reported changes in progress in tribal structure and
consfitutions. Several tribes reported increased interest and activity
at the tribal level.

There appears to be no stan&érd structure developed for an
Indian tribe. Some tribes operate with elected officials, some with
appointed. A number of tribes intermix tribal government and tribal
businesses, while other tribes separate the two. There is evidence that
some tribes are conducting rather extensive formal planning. There is
evidence that some tribes experience a shortage of quaiified leaders,

and that some tribes are having difficulty being effective.

Conclusion--~The Preparatory Study

This chapter has provided background material necessary as a
base upon which to undertake the study of a specific tribe as it attempts
to implement self-determination. The chépter first dealt with the his-

tory of Indian policy and, especially, with the policy of self-determination.
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As Castile (1974) and Van Willigen (1977) warn, a federal government's
"rule by pursestrings" could be seif-defeating. Yet, as Secretary Kleppe
(U.S. Department of the Interior, 1976) suggests, the government, while
trying to bring about self-determination, still ﬁas thé responsibility
to prevent a tribe from making mistakes.

In terms of participation, there is also evidence that tribes
are grappling with the participation issue, and in general it seems
tribes are moving toward a philosophy of increased participation, if
through nothing more than the election process.

In terms of organizational change, there appears to be evidence
that tribes are involved in change as they implement self-determination.
Several tribes reported changes in progress in tribal structure and
consfitutions. Several tribes reported increased interest and activity
at the tribal level.

There appears to be no stan&érd structure developed for an
Indian tribe. Some tribes operate with elected officials, some with
appointed. A number of tribes intermix tribal government and tribal
businesses, while other tribes separate the two. There is evidence that
some tribes are conducting rather extensive formal planning. There is
evidence that some tribes experience a shortage of quaiified leaders,

and that some tribes are having difficulty being effective.

Conclusion--The Preparatory Study

This chapter has provided background material necessary as a
base upon which to undertake the study of a specific tribe as it attempts
to implement self-determination. The chépter first dealt with the his-

tory of Indian policy and, especially, with the policy of self-determination.
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Next, a literature review was presented emphaéizing certain concepts to be
employed in the analysis of tribal organization and»self-determination.
Finally, the last part of the preparatory study focused, from 2n organi-
zation and management perspective, upon efforts that have been made to

implement the Indian self-determination policy.



CHAPTER III
" THE CHICKASAW TRIBAL ORGANIZATION: THE EXPLORATCRY STUDY

Introduction

The purpose of this chapter is to present the findings of an
exploratory effort to gain insight into the internal organization and
operation of the Chickasaw Tribe of Oklahoma. The presentation is
organized into four parts. The first part, The Tribal Organization, is
a general description of the nature of the Chickasaw Tribe.- The second
part, The Operation of the Tribe, is.concernéd with describing how the
tribe goes about getting results and“accomplishing its objectives. In
organizing the presentation of the-fribal operation, the framework
provided by Koontz and O'Donnel and Fayol (see Chapter II, pp. 48-51)
is utilized. Emphasis is placed on viewing the tribal operation in the
areas of planning, organizing, directing, and controlling. The third
part is concerned with observations related to the variables discussed
in Chapter II, decentralization, participation, cohesiveness, satisfac-
tion, and conflict. Comments are also made regarding organizational

change in relatiomship to the tribal organization.

Research Methodology--The Exploratory Study

The objective of this part of the research was to gain insight
and understanding, from an organization and management perspective, into

78



79
the efforts of a specific tribe as it works téward self-determination.
The research approach, continuing in the heuristic manner, tovachieving
this objective was to "get involved." Involvement was accomplished in
several ways. The primary means was by making arrangements with the
tribal governor, Overton James, to allow the researcher in situ observa-
tion with various operations and members of the tribe. The largest part‘
of the time spent in situ was with the Chickasaw Housing Authority, but
time was also spent with each of the tribal offices. Observation was
during regular work hours as weli as during after work hours when there
was more opportunity for informal discussion. The researcher was fortu-
nate in being able to go on three overnight trips and several one day
trips with leaders of the tribe as they conducted business at various
locations within the Chickasaw Nation. These trips were vaiuable in
allowing the researcher an opportunity to "get to know" the tribal
leaders, and for opportunities for egtended informal discussions about
the Chickasaw Tribe and Indian matters in general.

A second way of becoming involved and gaining information was by
following the campaign for the tribal governorship which occurred during
1975. This election was only the second time the tribal governor had
been elected, the first time being 1971. The 1975 election had five
candidates, including the incumbent, and a run-off was necessary to
return the incumbent to office. During this election period, information
was readily available via newsletters, campaign materials, newspapers,
énd campaign meetings as to the tribal ofganization past, present, and
future. One particularly useful campaign meeting was one in which four

of the five candidates (the incumbent was absent) presented their views
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in a quasi-debate arrangement,
A third way of becoming involved and gaining informétion was
through reading. 1In addition to the campaign material mentioned above,

a number of resources were used including the Chickasaw Times, published

quarterly, a number of local newspapers for those towns in tbe Chickasaw
Nation, and books on the.Chickasaws (Milligan, 1976; Gibson,41971).

A fourth way of gaining insight was by talking with numerous
people--friends, students, Chickasaws, and those knowledgeable about
Chickasaw--about the tribe. This approach proved to be very enlighten-
ing in an area where there is considerable Indian activity and numerous
people involved with Indian organizations.

A fifth way of obtaining information occurred through the
process of administering the survey questionnaire (thé results of which
are presented in the next chapter) during the period of June through
October, 1976. Although the primary”objective of the questionnaire was
to gather the responses of tribal members to the scheduled questions,
the process of administration, in itself, provided much information.

The method of administration was for the researcher to go around to the
various Chickasaw organizations, including tribal officeé, community
councils, and the Chickasaw Annual Meeting. The process of collecting
data required that the researcher further observe meetings and talk to
people. For example, the researcher attended community council meetings
in Ardmore, Stratford, and Stonewall, as well as an Advisory Council
meeting in Sulphur for purposes of administering the survey questionnaire;
but observation of the meetings themselves was enlightening. The pri-

mary method for recording data was the use of a diary, or journal, that
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the researcher completed shortly after the observation was completed.
For the most part extensive notes were not taken during the observation
process. Generally just sufficient notes to serve as a memory jogger
for the more extensive writing were taken. More complete notes were
taken, however, at several of the meetings and cémpaign meetings which
were attended.

The following is a summary of the major activities tha; were
conducted to accomplish this part of the research.

April, 1975 --Interview with an Advisory Council member.

April, 1975 ~~Interview with Administrative Assistant,
. Chickasaw Tribe.

May, 1975 ——Brief interview with Governor James.

July 1, 1975 ~-Began participant observation with Chickasaws.
July 9, 1975  --Attended Chickasaw Housing Authority Board

. meeting, Sulphur.

July 10, 1975 --Overnight field trip with Housing. Authority,
Ardmore and Davis.

July 15, 1975 - --Overnight trip to Ardmore for Community Council
meeting with Governor James.

July 17, 1975 --Attended Housing Authority Board meeting,
Sulphur,

July 18, 1975 --Overnight trip to attend Intertribal Council
meeting, Tahlequah.

July 25, 1975 --Attended campaign meeting.

July 27, 1975 --Observed meeting between Housing Authority
Director and HUD officials, Oklahoma City.

August 2, 1975 ——Attended Overton James campaign meeting in
Ardmore. '

October 18, 1975--Attended Governor James' Inauguration.

In addition to the above, some 60 hours were expended in the
various tribal offices observing, interviewing, and discussing.

June, 1976 - October, 1976--in person administration of question-
naire. :
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The Chickasaw Tribe: Descriptions, Observations, Findings

The Tribal Organization
The Chickasaw is one of the Five Civilized Tribes of Oklahoma.
The tribal Oklahoma population is estimated to be 5850 (U.S. Department

of Commerce, Federal and State Indian Reseavations, 1972:446). Geo-

graphically, the Chickasaw Nation includes the Southern Oklahoma counties
of Pontotoc, Johnston, Love, Grady, S;ephens, Garvin, Marshall, Carter,
Murray, Jefferson, and McClain. The tribal headquarters, previously
located in Sulphur, Oklahoma, were moved to Ada, Oklahoma, in January,
1977. The tribe owns 800 acres of land, of which 569 acres is the Kali-
homa Reservation, east of Ada, Oklahoma. Other reservation lands (95,048
acres) weré allocated to individual members of the tribe during the
allotment era.

The tribal organizational chart is shown in Figure 3. The tribe
is led by a Governor who is electeq every four years and is paid $5200
per year. The ten-member Advisory Council and five-member Housing
Authority Board ére appointed by the Governor, who also selects or
approves the selection of tribal empioyees. Advisory Council and
Housing Board members are not paid except for expenses for attending
meetings.

The tribe employs some fifty people in the tribal office to
administer the various federal and tribal programs and projects. This
office is under the direct supervision of the Governor, through the

Administrative Assistant appointed by the Governor (Chickasaw Times,

July/September, 1976:5). The various offices and programs currently in

progress at the tribe encompass the key areas of education, health,
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housing, employment, and training.

In addition to employees, the tribe also has, of course,
tribal members. In an effort to increase local participation and to
provide a means of communication of the needs and desires of the various
communities, six Community Councils were established in 1975 and 1976.
Generally meeting at least once monthly, these councils are organized
and led by local Indian people.

Also a part of the tribe are several businéss enterprises. 1In
1972, the tribe purchased a motel in Sulphur, Oklahoma, for $139,000.
Renamed the Chickasaw Motor Inn and remodeled with a $200,000 grant,
the motel has returned $32,000 to tribal funds, and is now estimated to
be worth $500,000 (State of Nation Address, Governor James, October 16,
1976). The motel employs forty-eight people.

The tribe has also recently purchased‘a trailer manufacturing
company- in Tishomingg which is now c;lled the Chickasaw Trailer Manu-
factufing Company. Manufacturing ﬁofse and stock trailers, the company
employs forty-two people with plans to expand employment to one hundred.
Some fifty percent of the employees are Indian.

The tribe has also formed the Chickasaw Construction Company
which utilizes Indian personnel trained in the Indian Action Team

4Construction Training Program. The training program has been underway
since the summer of 1975, with the construction company formed during
1976.

The Kalihoma Reservation is being used in a number of ways.
Five acres of the Feservation were used for growing tomatoes as a cash

crop in 1976. A community facility has been built on the reservation
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which can be utilized as a convention center. Numerous other plans are

being considered for further utilization of the reservation lands.

The Operation of the Tribe
This portion of the paper focuses on the operation of the Chicka-
saw tribal orgénization. Since this'research is concerned with the
tribe's efforts from an organization and management perspective, discus-
sion revolves around the management functions.of planning, organizing,

directing, and controlling.

Planning

Planning refers to the extent to ﬁhich an organization partici-~
pates in the process of establishing'goals and developing strategies
for acéomplishing those goalé. There is considerable evideﬁce that the
Chickasaw Tribe is engaged in plannipg. As can be seen in the organiza-
tional chart, there exists an Office“fqr Comprehensive Planning, as well
as an applications oriented Planning Department with several planners
assigned. |

Upon investigating the nature and extent of planning, the
researcher was presented with the "Chickasaw Nation Overall Economic
Development Program, FY 77-78." Although it was still in the “unapproved"
‘state at that time, it was, nevertheless, a comprehensive effort. The
outline of the sixty-one page document is presented .in Taﬁle 3.

In addition to the OEDP document as evidence that formal strate-
gic planning occurs, it should be recognized that the Chairman of the
Advisory Council, Mr. Robert Perry, is associated with the long-range

planning department of a major oil company. That aszociation may very
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Table 3

CHICKASAW NATION OVERALL ECONOMIC DEVELOPMENT PROGRAM
FY-77 - FY~78

An Outline

The Tribal Organization Responsible For the 0. E. D. P. Activity

A. Description of 0.E.D.P. Organization

B. Those Involved with 0.E.D.P. Activities

C. Tribal Enterprises with Development Impacts

D. Preparation, Formulation, and Review of 0.E.D.P. by Tribal
Community

E. Official Adoption of the 0.E.D.P.

F. Development from the 0.E.D.P.

Historical Assessment of Past Development Efforts
A. Chickasaw Motor Inn and Restaurant

B. Kalihom2 Community Facility and Cash Crop

C. Manpower (C.E.T.A.)

D. Housing (the Chickasaw Housing Authority)

The Reservation Setting and Economic Activity
A. General Description of the Area

B. Population and Laboix Force

C. The Area's Economic A-tivity

D. Natural Resources

Potentials for Economic Development °

Goals

Program and Project Selection

A. Projects in the Area of Job Training ‘

B. Prdjects in the Area of Social, Education, and Environmental
Improvement

C. Projects in the Arsa of Employment

D. Projects in the Area of Economic Development

Tribal Program and Plan for Implementation

Each program is assigned to a tribal department, showing which
elements of program are to accomplished first, source cf fundiug,
and a time table chart which illustrates activity accomplishment
and priorities.
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well have an influence on the emphasis on plaﬂning that occurs within
the tribe. Another motivating factor for planning might be that federal
government agencies require that a formal plan be subm;tted prior to
becoming eligible for funding for certain projects. It_appears that
planning does occur and at a level probably more sophisticated than in

many business organizations of similar size (Gaither, 1974).

Organizing

This management conéept refers to the need to establish rela-
tionships between various activities, tasks, and people, and to assign
tasks, confer authority and provide for accountability. Organizational
charts are often utilized as one basis for de;ermining if an organization
has organized. The organizational chart of the Chickasaw Tribe is shown
in Figure 3.

.The researcher was present ét‘the Advisory Council when the
organizational chart for fiscal year 1977 was presented to the Advisory
Council and Governor by the Administrative Assistant. A discussion
occurred which indicated that the authority relationships, in spite of
the chart, were not fully understood or established. There was some
discussion as to the location of the Advisory Council and the Administra-
tive Assistant. In keeping with the organization chart, the Administra-
tive Assistant reports to the Governor, and in direct supervision of the
tribal office. At the Advisory Council meeting, afger some discussion,
the Advisory COanil was placed in the line position where the Administra-
tive Assistant now is, and the Administrative Assistant was placed in the
staff position where the Advisory Council is now shown. At the Annual
Chickasaw meeting, some three months later, these positions were again

reversed.
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Another observation of the extent of organizing with the Chicka-
saws occurred with the Chickasaw Housing Authority. On the first day
the researcher spent with the Director of the Housing Authority, the
Dirgctor was asked for an organization chart. He séid none was availa-
ble, but upon discussion we were able to.develop one for the organization,
. and as the researcher observed activities within the organization, he
found that the chart was an accurate description‘of the relationship
among tasks, authority, and people within that organization.

The researcher's conclusion regarding organizing within the
Chickasaw tribe is that although formal organization had not occurred in
all cases, there was evidence that there has been attention placed on
the "getting organized" phase of management. 'For.the most part, employees
working within the tribe knew what their.duties were and who their superior
was, and were quite aware of the'organization chaiﬁ of command, even
though a chart was not posted on tﬁe wall. Tﬁe researcher's opinion
is that the organizational'design Qithin the tribe is characterized as
one which wou;d tend toward the less structﬁred, less formal; and less
bureaucratic type, as compared to say, a typical office of the U.S.
federal government. This tendency toward a less formal organizational
structure can probably be explained by the factors such as size of the
organization (relatively small), age of the organization (relatively
young), and the organization environment (volatile, unpredictable).

Thére are some aspects of organization that appear to be unre-
solved by the tribal organization. The authority dilemma between the
Administrative Assistant and the Advisory Council will probably have to

be worked out before a more stable structure is established.
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Additionally, the organization design for the entire tribe (as opposed
to just the tribal employees) appcars to be an unresolved issue. Where,
for example, do tribal members fit into the organization design? And
where do the community councils (recently created in six geographic
areas to provide input to the tribe as to local community needs and

desires), fit in?

Directing

There exists little doubt but that the leader of the Chickasaw
Tribe is the Governor, Overton James. Governor James was appoinfed to
the tribal governorship in 1963 by the President of the United States.
The tribe began electing its governor in 1971, and James was elected,
gaining eighty-five percent of the vote. Again, in 1975, he was reelected
in a runoff, gaining sixty percent of the vote.

The governor is the most powefful person in the tribe. He
appoints Advisory Cbuncil members,_Housing Authority Board members, and
either selects or influences the selection of practically all other
employees of the tribal organization. He is the key decision maker in
determining courses of action taken in the tribe. Although there are
those in the tribe who feel the Governor has. too much power and does not
allow sufficient participation in decision making, this researcher found
none who would say the Chickasaws do not have strong leadership.

Since Governor James is such a strong 1eadér, it is appropriate
to report on observations of his leadership. The researcher heard the
comment several times that Governor James looks like an Indian Chief
should look. He is tall, handsome, and carries himself in a stately

manner. He appears to bebvery outgoing, articulate, and intelligent.
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The governor evidently has gained extensive respect and influence in
both the Indian and white communities. For example, he was éhosen to
introduce the Speaker of the House of Representatives Carl Albert when
Mr. Albert was making his farewell trip to Ada. Goverﬁor James also
performed as master of ceremonies for a half hour television political
promogion for a white man running for Mr. Albert's Congressional seat.
It is often said that Governor James knows how to get things done in
Washington; perhaps indicative of that ability are the number of federal
programs and monies the Chickasaws have been successful in acquiring.
Governor James was also successful in having Ada chosen as a site for a
new Indian hospital to be constructed. Several other tribes wanted the
hospital built in their areas, and the selection of Ada required per-
suading a majority of the thirty-five tribes to vote for the Ada site,
and Governor James was able to accomplish this,

The researcher observed Govérnor James in leadership positions
on several occasions, participating in group meetings, giving speeches,
as well as meeting in informal gatherings. On every occasion Governor
James must be classified as being an influential, charismatic leader.
Governor James appears to be a very decisive person who recbgnizes his
leadership ability as well as his responsibility to lead the tribe. He
appears willing to accept responsibility for making decisions, even
though there are those who criticize his actions at,times; Based on
this description, his leadership style could probably be classified
'close to being autocratic; however, on several occasions the researcher
observed the Governor consulting with his key leaders in the tribe for

inputs and opinicns as to which course of action to take on a decision.
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His relationship with the Advisory Council seéms to be one in which the
Governor consults with the Council, then makes the decision himself.
It does appear, though, that this arrangement is changing and the
Council is making more decisions. This point will be discussed later.

Naturally, not all directing and decision-maiing is done by the
Governor. As the tribe has become more active, various other people
have taken active roles in ‘tribal leadership. Members of the Advisory
Council, Housing Board, and the tribal organization staff, as well as
some of the influential community members, have become moré active
leadsrs. The tribe has been able to attract and utilize the talents,
on a voluntary and part-time basis, of retired or near-retired experienced
and influentisl tribal members. A number of iounger tribal members with
professional backgrounds are also taking tribal leadership ;oles. For
"example, the Advisory Council includgs a civil engineer who works in
the strategic planning area of a méjor 0il company. The Council also
includes a lawyer, a businéssman, aﬁ educator, a young woman tribal
employee, and two retired Chickasaw gentlemen. In short, it is a
diverse group which has special qualifications for working to improve
the tribal organization.

Additionally, the tribe is attracting, on a paid and full-time
basis, some qualified individuals. Some are young, motivated, and
have college training. Others have technical or.mechanical training and
experience. The result is that the tribe is building a cadre of leaders

and future leaders to aid in building a stromger tribal organization.
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Controlling

Controlling is the management function which implies measure-
ment of accomplishment of events against the standard of plans and the
correction of deviations to assure attainment of objectives according
to plans (Koontz and O'Donnel, 1976:635). This research has focused
upon considering whether the Chickasaws have been effective in achieving
their goals. Although efficiency in achieving goals is also an important
aspect of thé controlling function, it is not examined in fhis research.
It was felt that an analysis of the efficiency aspect of goal accomplish-
ment would have required more information and time than was available to
the researcher. The paragraphs which follow specify the broad goals set
forth by the Chickasaws and some conclusions regarding the extent to
which the goals have been accomplished. ]

The primary tribal goals as set forth in the Chickasaw Nation
Overall Economic Development Progrém'for fiscal year 1977-78, Section V,
are as follows: |

To achieve a better life for Indian people who live within the area
included in the former Chickasaw Nation.

To formalize a process through whicli Indian people can play a
greater role in determining those issues which affect their lives.

These goals and the extent to which these goals have been accomplished
will be discussed in the paragraphs which follow.
The Chickasaw Tribe has endeavored to achieve the goals by
taking the fdllowing actions:
| 1) By establishing a tribal organization that is directed toward
achieving these goals.

2) By investigating and taking advantage of government programs
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available to the tribe.
By investigating and taking action to correct instances in which
tribal rights have pcssibly been violated.
By increasing tribal business and economic enterprises.

Much of the specifics of the above gemeral actions have already

been discussed. However, the following highlights scme of the key

accomplishments of the tribe during the past few years.

1)

2)

The Chickasaw Housing Authority has coordinated che‘construction
of some $45,000,000 in housing since 1966, when it was started.
In attempting to meet its goal of a decent home in a suitable
living environment for Indian people, the Housing Authority

has now placed some 1800 families in-better housing. Over 1000
"mutual help" homes, in which the Indian family pravides the
land and assistance in building the home, have been built.
Additionally, eleven housiné projecfs,.consisting of. lower rent
apartments, have been conéﬁructed in towns in the Chickasaw
Nation. One such project is a nine-story high rise apartment
building catering to the elderly in Ardmore, Oklahoma. The
Chickasaw Housing Authority also locates and provides rent
paymgnt assistance for housing which is leased from private
owners. Additionally, the Chickasaws éompleted in 1975 a
$300,000 office for the Housing Authority, located in Ada,
Oklahoma.

A new tribal office building has been completed in 1977 in

Ada, Oklahoma. The 8000 square foot facility was built at a

cost of $450,000. Plans are underway, and a $362,000 grant
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4)

5)

6)

9%

has been awarded, to build an annex to the new tribal office

.to handle expansion of the number of tribal employees. The

building is located on land in Ada that was donated by the city.
The 1and has been valued at $100,000.

A $515,000 all-purpose community center and convention cenéer
will be completed in 1977. The facility, which will be used

for tribal purposes -as well as for profit-makiné purposes, is
located on the Kalihoma reservation land.

The Chickasaw Nation Inn and Restaurant was the first business

venture for the tribe. Purchased with $139,000 of tribal funds,

- the motel is estimated by tribal members to be worth $500,000.

The operation returned $32,000 to the tribal treasury in 1976.
It is managed by a non-Indian and the bulk of its émployees
are non~-Indian.

The Chickasaw Trailer Manuféﬁturing Company was fo?med in 1976,
following purchase of the bénkrupt Hickory King Trailer Manu-
facturing Company, for a purchase price of $101,455. The -
facility, located in Tishomingo, Oklahoma, has forty-two
empicyees, about half of whom are Indian. 7The non-Indian
manager of the Hickor y King Company originally was retained to
manage the facility, but has since been replaced by an Indian.
The plans to build 2 $12,500,000 Indian hospital in Ada,
Oklahoma, have progressed past the initial planning stages,

and it appears the hospital will indeed be a reality. A grant
of $800,000 has been awarded for planning, an architect has
been selected, and location has been determined. The hospital,

when completed, will employ 187. Although tribes other than
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the Chickasaws have been working for an Indian hospital; the
Chickagaws have been influ;ntial not only in pushing through
the legislation, but also in having the Chickasaw Nation selected
as the location.
The Arkansas River Bed case is an example of the tribe's effec-
tiveness in investigating and taking action to protect tribal
rights. The Chickasaws, along with the Choctaws and Cherokees,
claimed ownership of a certain portion of the Arkansas River
Bed, as granted by treaties signed in the past with the U.S.
Government. The matter has been dealt with in the U.S. Supreme
Court which ruled in 1970 that the land is owned by the tribes.
Congress then appropriated funds to survey and appraise the
land in question. Although settlement has not been reacﬁed,
apparently the Chickasaws s;and to gain a substaﬂtial amount
of money which is reported fo be $6,250,000 for mineral deposits,
and $500,000 a year to lease the land to the government. The
exact settlement, manner of payment and method of distribution
within the tribe (whether or not to make per capita payments to
tribal members) have yet to be determined.
In 1976 the Chickasaws developed a five acre tract of land on
the Kalihoma Reservation land which is being used for growing
tomatoes as a cash crop.
A Pest Control Program has been established to service homes of
the Chickasaw Housing Authority.
The Indian Action Team has been established and trains twenty
Indian students each year in masgonry, carpentry, electrical,

plumbing, and heavy equipment operating skills. The Chickasaw
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Construction Company was formed in 1976 to use the trained

personnel.

11) Four arts and crafts centers ha§e been established which
distribute their goods through the Chickasaw Motor Inn.

It seems that the Chickasaws have accomplished a substantial
amount toward achieving the goals get forth in the Economic Development
Program. They have established an organization and have made progress
in "learning the ropes'" to take advantage of resources available to them
as a tribe. The Economic Development Plan is evidence that they are ‘
planning and attempting to progress in an organized, systematic manner.
Additionally, they have shown aggressiveness and entrepremeurial spirit
in "making things happen" rather than "waiting for thigns to happen."”
Perhaps the besp indicator of their effectiveness is that the Chickasaws
have built an impressive record of progress toward goal achievement when
many Oklahoma tribes, with practicaliy'the same opportunities and
resources available to them, have éécomplished less in comparison (see,
for example, Department of the Interior, Bureau of Indian Affairs,
Muskogée Area Office, 1975). 1In discussing "Chickasaw effectiveness"
with members of other tribes, the researcher found those who would dispute
the point that the Chickasaws are the most effective tribe in Oklahoma,
but most agreed it was among the most effective, and none claimed the
Chickasaws were not effectiﬁe. |

Observations Relating to Decentralization, Participation,
Cohesiveness, Satisfaction, and Conflict

As was discussed in Chapter II, self-determination is a philo-

sophy which is based on the concepts of decentralization and participation
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with implications for cohesiveness, satisfaction, and conflict. This
section presents the results of the exploratory study which have a
bearing on the relationship between the tribe's efforts toward self-
determination and the concepfs of decentralization, participation,

cohesiveness, satisfaction, and conflict.

Decentralization

It is easy to conclﬁde that there is evidence that influence
has been increased at the tribal level, for the tribe is directing
programs that previously were accomplished by parties outside the
tribe, such as the Bureau of Indian Affairs. Determining the degree‘
of decentralization is a more difficult matter, however. Referring to
Yates' (1976:147) categories of degrees of de;entralization_ranging from
intelligence gathering to resource control (see pp. 29-31), the Chicka~-
saws appear to be somewhere in the middle of that range. They do not have
complete control over resources, 5qt they do have more to say about mat~-
ters than just intelligence gathéring or advisory planning. Basically
the system operates by the Chickasaws applying for available government
programs by preparing and submitting proposals. Once the programs are
awarded, the Chickasaws are responsible for implementing.the program
subject to the conditions set forth in the award. Decision-making then
occurs at the tribal level regarding which programs will be applied for
and, once awarded, how the program will be implementéd. The employees of
the tribal organization are, for example, funded by one or another govern-
ment agency. The tribal decisions then involve who will fill the posi-
tions and how the program will be implemented to meet the needs and

goals of the tribe. One cannot conclude that the tribe has complete



98
control over resources because of the control and review nature of the
government.

Control and review are often problems in a decentralized system.
Several authors note that overcontrol or reversal of tribal decisions
tends to negate the benefits of a decentralized system. An example of
the problems and frustrations that accompany this matter of control and
review is evident in a situation observed by the researcher between
the regional HUD (Housing and Urban Development) office and the Chickasaw
Housing Authority. First, some background as to the Chickasaw Housing
Authority is in order. The Authority's purpose is to administer HUD
programs and to provide better housing for eligible lower-income fami-
lies. Housing includes mutual help homes (about $20,000 homes in which
the prospective owner furnishes the land, helps build the home and
makes payments, based on his income, which eventually result in his
owning the home), low rent apartmentréomplexés, and rentél assistance
with private lessors. The Authority is run by a Board of Directors
(appointed by the tribal governor), who select a full-time Executive
Director to enforce Board policy and HUD regulations. There are sone
50 employees at the Authority.

The trip to the HUD office had the primary purpose of gaining
information on some housing projects that had been awarded to developers
some two years previous. The units could not be released to commence
building for a series of reasons, the latest being attempting to get
wage rates updated and approved, beéause they had been approved for the
prirr period. After meeting with several HUD officials, the Authority
Executive Director; along with the researcher, went to the HUD regional

head of Indian Housing, who unfortunately had only recently been appointed,
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and more unfortunately, had FHA rather than Indian Housing experience.
While sitting in his office the discussion was interrupted twice by
telephone calls and once because the HUD official had to leave the
office. It was further obvious that the HUD official, although sincere
enough, could not assist with the problem. At one.poinc when fhe
official left the office, the Authority Director, obviously frustrated,
said, "I feel like a first grader on the firs’. day of school and nobody
wants to help me." In discussing the matter afterwards with the Authority
Director, it was pointed out that HUD had often made changes within their
operation, either from a structural standpoint or from a personnel
transfer standpoint, both of which maﬁe it very difficult and frustrating
for the authority to get approvals and actions necessary for the Authority
to be effective iﬁ meeting its goals. )

Although the very creation gf,Indian housing authorities is in
itself a symbol of decentralization,'the researcher observed instances
where the system led to centralizafion. First, tﬁe extensive rules and
regulations set forth by HUD to govern the actions of the Housing Author-
ity are indications of a tendency toward centralization, as are the
various approvals that HUD has over decisions made by the Housing Author-
ity. Another example occurs in the nature of a review process observed
by Fhe researcher. At the HUD regional office, one chart posted promi-
nently on the wall was a chart showing success of various authorities
in collecting rental payments. Tﬁis was the only chart observed in the
HUD office that related to effectiveness. The researcher was struck with
the negative connotations of that measure of effectiveness being displayed

while more positive measures such as number of families served, number
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of units constructed, or geographical areas sérved, were not at least
given equal billing. It appears, therefore, that part of the review
process of the HUD/Housing Authority relationship, by correcting or
approving Authority decisions or by establishing rules and procedures
lead to centralization. Although one cannot draw conclusions and
generglizations based on these cases as to the effects of control and
review of government agencies over the tribe, these cases exemplified
the negative aspects of review and control that can be dysfunctional to

the success of the self-determination concept.

Participation

There seems to be ample evidence that a decentralization pro-
cess has taken place. The development of tribal programs administered
by tribal employees, in itself is an indication that decentralization
has occurred to the tribal level. _Bdt‘is not self-determination a
philosophy which extends decgntralization beyond the trikal level, to the
community level within the tribe? Does '"participation of Indian people"
mean the participation of tribal leaders with the BIA, or does it
include tribal members throughout the tribe? In.addressing this issue
during the research process, the researcher discove;ed different views
among Chickasaws as to the extent of participation that should occur
within the tribe. Several tribal members expressed the belief thaﬁ
self-determination goals are being met by the tribal'representatives
being able to participate in decision-making with the BIA and other
federal agencies, that dispersing decision-making authority throughout
the tribe is not necessarily an aspect of self-determination, and

furthermore, to do so would hamper the self-determination effort at this
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stage by diluting the effectiveness of a few top leaders who, if given
full authority, could accomplish much for the tribe. Those with these
views seem to have the idea that decentralization of decision making
should occur to the tribal level, but at the tribal level, decision making
should be centralized. Referring to Weber's (1975:417) arguments for
centralization and for decentralization that were discussed in Chapter II,
these tribal members feel the tribe will be more effective with a central
authority who can administer to the overall needs of the tribe.

On the other hand, the researcher met tribal members who believe
more participation within the:tribe is necessary and that self-determina-
tion goals are not being met until tribal memhers are allowed to partici-
pate. These people seemed to have the idea that the tribe will not be
effective in meeting the needs of its members unless participation of
tribal members is brought about.

As was pointed out earlier,“the Governor is the key leader and
decision maker in the tribe. He héé stated publicly that he is largely
responsible for both the policy setting as well as policy enforcing
(legisiative and executive) functions within the tribe. He points to
his appointed advisory boards as being influential in assisting him |
make decisions, and he is working toward a new constitution in which
responsibility for policy setting will be given to an elected advisory
council. Some tribal members have said that the Governor does nct want
a new constitution, that an elected advisory council would disrupt the
current arrangement and decrease some of his power, and that he therefore
is not'placing the.necessary emphasis on obtaining a new constitution, —

which has been "being worked on" for several years.
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Opportunities for participation within the tribe exist with the
Advisory Council and the Board of Directors for the Chickasaw Housing
Authority, both of whose members are appointed by the Governor. As
was pointed out earlier, it has been said that the Advisory Council was
' not provided information about tribal matters and had 1itt1é authority
within the tribe. There is sowme evidence that this concept may be
changing. For example, the Advisory Couﬁcil was quite involved in the
decision to purchase the Trailer Manufacturing Company. The Council
was also involved in deciding the location of the new tribal offices.
Since Governor James participates in Advisory Council meetings, he
undoubtedly is an influence, since ‘the Governor woﬁld tend to be influ-
ential in any sort of meeting, but it appears-he is trying to allow
more decision making by the council. At the Advisory Council meeting
attended by the researcher, there was open discussion regarding tribal
business, opinions were voiced, and Ehere was a feeling of joint deci-
sion making taking place. "Although the Governor was defiﬁitely the
most influential member there, there were other members who would openly
disagrée with the Governor's views, evidently without fear of being
removed from the board. This openness might be explained by the fact
that many of the Board members have other careers, view their work as a
service, especially since they are unpaid, and therefore feel freer to
openly discuss their views.

The Board of Directors of the Chickasaw Housing Authority is
another means of participation within the tribe. The Board is made up
of some of the more elderly members of the tribe, who meet at least

monthly without pay. Since these members are appointed by the Governor,
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one might conclude that the Governor is "calling ail the shots."
Undoubtedly the Governor does have influence with the board. but the
researcher found that the board as a group indeed makes policy and did
not seem to be the type who could be unduly influenced by anyone. The
researcher observed the board make the decision as to whether to build
homes as "all electric" or to stay with the present gas/electric combi-
nation. The problem was analyzed and the decision was made to stay with
the gas/electric combination. At another time, the researcher also
observed the board making the decision as to which builders would
receive contracts. At several times during the meetings, there were
constructive disagreement and discussion. The researcher was made
aware of meetings in which a new Director for the Housing Authority was
selected. Although the Governmor did have a preference for ;he director-
ship and made his preference known, some board members had another prefer-
ence, and substantiai’debate and diseussion‘is salid to have transpired in
the selection process, but it was éﬁe Board, not the Governor, who made
the final decision. The researcher's opinion is that the Board did in
fact heve decision making and policy setting responsibility.

Another means for participaﬁion within the tribe has been the
Community Councils established in 1974 so that "grass roots membership
will have an active voice in tribal affairs as well as other programs

created for the benefit of the membership" (Chickasaw Times, Jan/Mar 1975:

5). Some of the activities that the councils have been involved in
include study groups regarding old laws and treaties, rules and regula-
tions to govern tribal recreational areas, search for educational agencies

to aid handicapped children, arts and crafts, and health, educational,
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religious, and employment matters.

The'Commﬁnity Council concept has generated some conflict. The
reseszccher wazs told by several Chickasaws that the Community Councils
were not working. They were established to improve communication within
the tribe and to provide 'grass roots" inputs, but some members feel the
councils were established to make members feel they have input when they
really do not. One member told the researcher that the Community |
Councils have no objectives and no authority to do anything, and that
recommendations of the councils have not been taken. For example,
councils were to elect one member from each council to serve on the
tribal Advisory Council, but this has not transpired. The researcher
in his visits to the Community Councils found in several cases a high
degree of frustration among the key people involved in the councils, a
feeling of hopelessness and impending failure of the council because
of lack of objectives, lack of authority, and a general lack of interesi.
It was reported, for example, that when the council first started
meeting, there was good turnout and enthusiasm, with high plans for
the group and the community, but as time passed, and the Couﬁcils saw
they were accomplishing little, people lost interest. One person pre-
dicted the Community Courcil concept would die by 1977. The researcher
personally made three trips to scheduled Community Council meetings in
which only one or two people were present, and the meeting was cancelled.

The above discussion focuses on processes in the tribe that
support participation. There were some situations and incidents which
occurred which serve as indicators as to the degree of participation and

the climate for participation that exists within the tribal organizations.
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One incident the researcher observed was an election in one of
the tribal organization offices; The requirement was that two people
were to be selected from that office to serve on a board associated with
the local non-Indian community. Evidently the community had suggested
the perscmnel be elected from the office. One member of the office, a
non-Indian, contacted several other members of the office and in effect
rigged the election by designating certain people to make nominations,
close nominations, and so forth. All employees were gathered in a
conference room, and the electipn was completed in less than one minute.
This incident is reported because it was an opportunity for participation
that was given to the members then taken away before they could partici-
pate. The same people would probably have been elected anyway, without
rigging the election.

In Chapter II (pp. 35-38), some advantages of participative
decision-making were set forth—some of the advantages being increased
cohesiveness, increased understanding, increased organization-wide
viewpoint and decreased conflict and hostility. Ohe situation the
researcher observed illustrated the reverse effects caused by nof pro-
viding opportunities for participation. In hiring new emplcyees to
- staff the tribe's expanding programs, the tribe hired a non-Indian to
fill a key position of a new activity. The hiring, which tfanspired at
the higher levels of the tribal organization, resulted in substantial
conflict among the tribal organization employees, since there are many
who believe only Indian people should be hired for tribal jobs. The
researcher observed one quite heated discussion among several tribal

leaders concerning this incident, and the researcher would have to
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conclude that the lack of participation in that hiring process, or in
establishing hiring policy, resulted in increased conflict, decreased
cohesiveness, and probably dysfunctional frustration within the tribal
office.

The extent of participation to have within the tribe seems to
be an unresolved issue. The .esearcher has the impression that many of
the tribal leaders may have feelings similar to many business organiza-
tion managers who find participative management uncomfortable and, per-
ﬁaps, ineffective, but who feel guilty, perhaps due to some human rela-
tions training, that they do not have participation. The result often
is a pseudo;participative arrangement where members are tried to be
made to believe they are pa?ticipating. As Lammer pointed out (p. 35),
allowing participation in decisions over which participants have little
influence may be worse than no participation at all. Alutto and Belasco
(pp. 38-39) point out that not all segments may even want to participate,
that the crucial variable to observe is the diffefence between current
and desired rates of participation. At this point in the research, it
was difficult to conclude in general whether Chickasaws desired more
participation or not. The researcher talked with many members who did
desire more participation, and the campaign issues were often centered
arvound the participation matter. The survey study presented in Chapter
IV extends the results of this study and provides information which

indicates tribal members do desire increased participation.

Cohesiveness
One of the advantages associated with increased participation

is its leading to increased cohesiveness. As indicated in the earlier
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discussions, there is evidence that cohesiveness of tribal members has
increased. The increasing number of people attending the annual tribal
meeting is one indication of this increase in cohesiveness. The
researcher discussed with several tribal members their thoughts on the
degree of tribal member involvement with and commitment to the tribe and
desire to have an active tribal cormunity. .These discussions invariably
provided the same information. Many members are excited about the
expansion of the tribal organization and about the opportunities
afforded for interaction with other tribal members.

There are a number of indicators of increasing commitment to
the tribe and interest in having an active tribal community. Most of
these indicators point to tribal members' interest in strengthening
ties to traditional Chickasaw heritage. Interest in fhe Chickasaw
language and the teaching of the language to tribal members can be seen
in the development of courses sponsored by the tribe in the language as
well as in the publication of a Chickasaw-English dictionary. There is
a reneved interest amdng members in studying the history of the Chickasaw
tribe.. Traditional arts and crafts are receiving attention. The tribe
is also participatlng in an Indian Olympics program which includes some

traditional Indlan sports.

Satisfaction
The satisfaction variable studied in this research has attempted
to determine the degree to which the tribe is meeting the needs of |
tribal members. Since the tribal goals discussed in the first part
of this chapter (p. 92) are aimed toward &eveloping a tribe which better

satisfies the needs of its members, one can conclude that the programs
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the tribe has established in meeting its goalé should have resulted in
tribal members experiencing increased satisfaction toward the tribe
(assuming, of course, that‘the tribe and the tribal members concur on
what the needs are). |

During the exploratory study the researcher found that tribal
members generally expressed satisfaction that the tribe was making
progress in building programs for tribal members, particularly in terms
of employment 0pportunities; housing, health, and education. Trihal
members generally expressed pride as to the achievemgnts of the tribe.
The survey study expands upon these féelings of satisfaction among

members.

Conflict

Although the tribe appears to be moving toward goal accomplish-
ment and Chickasaws seem to be looking to the tribe as a source of com-
munity, there does exist conflict among tribal members. Dissension and
disagreement was seen among tribal members who do not feél they have
sufficient voice in tribal decisions. Another source of conflict within
the tribe seemed to be the tribal hiring and firing policies. Some were
concerned that non-Indian personnel were hired to work in the tribe,
although it was explained that in some cases, such as with the Housing
Authority, the tribe could not discriminate in hiring. It was also
e¢xplained that for some jobs, such as collecting rents, non-Indians
seencd to be more ‘effective, because an Indian had difficulty forcing
another Indian to pay. There are those in the tribe who felt the wrong
people were beiqg proﬁoted for the wrong reasons, and that there was too

much emphasis on loyalty rather than qualifications in personnel matters.
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For example, the researcher heard on several occasions that "there will
be a big blood bath after the election of all those who did not support
the Governor." The researcher did not discover a "blood bath," although
there were several personnel changes after the electioﬁ which some Chicka-
saws reported as being politically motivated.

Most students of conflict agree that organizational conflict
will always be present and that the key to dealing with conflict within
the organization is through conflict management. One aspect of the
Chickasaw tribal organization that was particularly impressive to the
reseafcher was the method of conflict management through informal
social gatherings. On occasions such as intertribal council meetings,
Oklahoma Housing Authority meetings, tribal employee meetings, and group
training sessions the Chickasaw tribal members engage in discussions
after the meetings. On each occasion the researcher observed the pro-
cess, Chickasaws were seen discussing tribal matters, often in heated
argument, late into the night. This appeared to be a particularly
healthy process which promoted openness and facilitated confrontation.

Whereas there appeared to be some degree of open confrontation
of conflict among some tribal members, particularly among tribal embloyees,
in other parts of tﬁe tribe there appeared to be less openness and less
confrontation, although not necessarily less conflict. Much of the
qonflict can be écccunted for as a result of a political system for
determining officials of the tribe, which operates similar to the United
States two-party system. In the Chickasaw tribe, for example, there are
various factioms. Therc are those who support the Governor and the

current administration and those who do not. These factions come into
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the open during the campaign and election for'Governor, and the conflict
becomes quite bitter and heated at some points. However, whereas in the
United States two-party system there appears to be a means for uniting
the two parties, somewhat, toward a common goal, the Cﬁickasaws appear
not to have developed a system for resolving that conflict. Those that
lose ghe election are not allowed influential positions within the for-
mal structure of the tribe, and must, therefore, operate outside the

tribal structure or not operate at all.

Observations Relating to Orgamnizatic:. 1 Change
As has been discussed and illustrated, the ‘nigknaszaw tribe is -
in the process of undergoing change in its organization. This change
might be viewed by contrasting the tribal organization in terms of a
“"former organization" and in terms of an "emerging organization."
The former organization has the follgwing characteristics:
1) Tribal Governor appointed by the President of the United States

2) High degree of control by federal agencies, especially by the
Bureau of Indian Affairs

3) Tribal Advisory Council, Board of Commission of the Housing
Authority, and other key tribal positions appointed by the
Governor

4) TFew tribal resources and programs
The emerging organization has or will have the following char-~

gcteristics:

1) Tribal Governor elected by tribal members

2) Higher degree of control by the tribe

+ 3) 1Increased participation of tribal members

4) Tribal Advisory Coﬁncil elected by tribal members

5) More tribal resources and programs
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The major source of change in the Chickasaw tribe appears to
be viavchanged inputs from the environment, which Katz and Kahn point
out (1966:448) is generally the case for organizationst These inputs
can probably be identified as the self-de>erwination philosophy, the
amount of new resources available to the tribe in terms of funding, and
the election of the govérnor. Some of the observations regarding this
change will be discussed in the paragraphs which follow.

Change appears to be occurring within the organization of
tribal employees. The organization can be characterized as one which is
relatively new, with somewhat "bureaucratically inexperienced" personnel,
who are trying to get a foothold on the path toward self-determination.
As new programs emerge, as employees continue to increase, and as they
discover what people seem to be best suited for what sort of work, then
change occurs. The organization is restructured, people are reassigned;
and different people become more influential in tribal décision making.
The researcher has observed this heuristic process in action throughout
the study.

Change appears to have occurred in the extent of activity and
participation of tribal members. More Indian people are getting
involved in tribal affairs. For example, one source reported that five
yeafs ago only some 150 people would attend the annual Chickasaw meeting.
In 1976, there were an estimated 900 people participating in the activi-
ties. Most Chickasaws the researcher talked with agreed that there is
a stronger sense of community and activity within the tribe now than
there has been in years past. Some things which appear to the researcher

to be important catalysts in increasing the degree of tribal activity
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have been the formation of Community Councils, the Tribal Governor elec-
tion process, and the availability of funding and resultant tribal pro-~
grams, all of which tended to generate opportunities for Chickasaws to
be together and to get involved.

In considering organizational change, the work of Greiner (1972)
as discussed in Chapter II (p. 52) can be applied. Greiner discusses -
organizational growth and the phases organizations pass through as they
develop from small to large and young to mature (see Figure 2, p. 53).

In applying the model to the Chickasaw Tribal Organization, the

researcher would classify the organization of active members as being
young rather than mature and small rather than large. Although the
Chickasaw tribe is certainly not a young tribe, and the number of total
members would be called large, it still seems that the organization

that has recently emerged and is pursuing self-determination must be
considered young and small. The growth stage seems to be the researcher
to be in the "Growth Through Direction" to the "Growth Through Delegation"
stage. Prior to 1971, the Governor of the tribe was appointéd, and most
of the growth that occurred was a result of the appointee's efforts at
gathering limited resources available to the tribe. As the self-
determination goals began to be implemented, as the Governor became
elected by the tribal members, and as more tribal members became active,
.one man;gement issue that emerged was that more people wanted to be
involved in tribal descision making. As a result, more people are
getting involved, new leaders are emerging, and the Governor is dele-
gating more authority to other levels in the tribe. According-to the

model, the next major management problem to face the tribe will be a loss



113
of centrol (coordination and regulation) due to too many activities and
too many people being involved. At that time the tribe will probabily
require increased coordinative or integrative changes such as increased
structure, policles, and procedures?

Chandler's concept of change was also reported in Chapter II
(p. 53). Chandler set forth four phases of growth that occur in Ameri-
can enterprises, these four phases being 1) initial expansion and |
accumulation of resources, 2) rationalization of the use of resources,

3) expansion to assure continuing use of resources, and 4) restructuring

to assure effective use of resources. In applying this fidea to the
Chickasaws, it appears the Chickasaws are currently ending phase one,

the acquisition of resources. It has been reported in this research

that the Chickasaws have been effective in this phase. As they enter

phase two, rationalization of resources, their gffectiveness will be
measured in terms of how well tﬁey utilize the resources they have
acquired. For example, will the Chickasaws develop the trailer manufactur-
ing business they have obtained into a thriving operation, or will the
business fail?

It was noted in Chapter II that seif-determination is a "planned"
change, and therefore the literature and research involving organization
development might apply to this situation. The researcher saw no evi-
dence of a formal organizational development program being applied at the
triﬁal level, although many aspects of organization development were
being employed. For example, employees of the tribal organization have
received training, generally in short workshops, in areas such as
leadership, planning, transactional anaiysis, accounting, and in other

areas related to their specific duties. Unless one wishes to call the
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BIA and other.federal_agencies change agents, there have been no parties .
whose function is to perform the analysis, feedback, and assistance in

bringing about change within the tribe.

Conclusion--The Exploratory Study

This chapter has been directed at meeting the objective of
gaining insight and understanding from an organization and management
perépective into the efforts of a specific tribe as it works toward self-
determinatiqn.' The reséarch method for this part of the research was
primarily exploratory, relying upon indirect and direct observation.
Secondary data sources relating to the tribal organization were reviewed,
discussions/interviews were held with various parties knowledgeable of
the tribal organization, and numerous hours of direct observation were
spent by the researcher in the tribal organization.

The research findings were presented in four parts. First,
the tribal organization was discussed. Secoﬁd, the operation of the
tribe was. presented, emphasizing the functions of management including
planning, organizing, directing,and controlling. Third, observations
about the tribal organization and operation were discussed as related
to. the variables decentralizaiion, participation, cohesiveness, satiéfac-
tion, and conflict. Fourth, observations relating to organizational
change were presented.

The Chickasaws have established themselves as an active and
increasingly progressive organization. They have established goals
for the tribe and have developed a structure in which Chickasaws can
work toward achieving those goals. Although the organized effortl

toward these goals is relatively recent, the Chickasaws have been
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effective in taking advantage of programs available to them. They have
developed a formal long-range plan and are making progress toward
accomplishing the goals of the plan, which include the development of
economic enterprises. The decentralization and.participation aspects
of the self-determination philosophy appear to have been implemented
to some degree, especially to the tribal level. There appears to be
less decentralization and participation beyond the tribal 1evel to the
comaunity level, and there is some question within the tribe as to
whether or not self-determination can best be achieved by a centralized
or decentralized tribal structure, Participation of Chickasaws in
tribal decisions does appear to have increased, however, as has Chicka-
saw interest and participation in tribal activities. To the extent
that tribal goals aimed at meeting the neéds of tribal members have been
implemented, tribal members seem to be satisfied with the tribe. As the
tribal organization is develoéing, it is experiencing conflict in a
number of areas.

The next part of the research extends and expands upon the
findinés of this chapter by presenting the results of a survey of
Chickasaw tribal members as to their perceptions of various aspects of

the tribal organization.



CHAPTER IV

THE CHICKASAW TRIBAL ORGANIZATION:

THE SURVEY STUDY

Introduction

This chapter presents the findings of the instfumented ;esearch
conducted with the Chickasaw Tribe. The objectives of the instrumented
research include gaining insight into the internal organization and
operation of the tribe and deriving informaﬁion and understanding as to
the extent and direction of changes that have occurred and perceptions
of what tribal members.feel should occur within the tribe. By achieving
these objectives, some assessment can be made as to the success of the
implementation of the self-determination philosophy at the tribal level.
This instrumented research should increase the possibility that all
research objectives are met by substantiating findings already reported,
by answering more specific research questions, and by gaining tribal
member perceptions of the tribal organizationm.

The following variables and questions were investigated in this
éart of the research:

1) decentralization
What changes have occurred in the distribution of influence of

various groups and people associated with the tribe?

116
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What changes do members feel should occur in the distribution
of influence of various groups and people associated with the
tribe?

2) participation
What changes have occurred in the degree of participation of
tribal members in tribal decisions?
What changes do tribal members feel should occur in the degree
of participation of tribal members in tribal decisions?

3) cohesiveness
What changes have occurred in fhe degree of cohesiveness of
tribal members?
What changes do tribal members feel should occur in the degree
of cohesiveness of tribal members?

4) satisfaction
What changes have occurred in the degree of satisfaction of
tribal members with the tribe?
What changes do tribal members feel should occur in the degree
of satisfaction of tribal members with the tribe?

5) conflict
What changes have occurred in the degree of conflict within

the tribe?

Measurement of the Variables--The Survey Instrument

Given that the above research questions warrant answering through
the research process, the next step was that of determining a method of
measuring the variables. Since no instrument was found to be available

measuring the variables in question in an organization of this type, it
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was necessary to develop the instrument shown in Appendix I. The
instrument presents a series of statements to which the respondents
were asked to answer utilizing a Likert-type summated scale of five
degrees of agreement or disagreement. For each statement, the respondent
was asked to reply for each of three categories, "This is how it is ‘
now," "This is how it used to be," and "This is the way it should be,"
thus providing a basis for measuring tribal member perceptions of changé,
actual and ideal.

To secure guidance for development of the instrument, the
researcher elected to utilize an established, reputable instrument as a
pattern. The instrument used as a guide was the Survey of Organizations
(S00) standardized questionnaire instrument (Taylor and Bowers, 1972).
The standardized SO0, based largely on the work of Likert, Bowers and
Seashore, and Tannenbaum, has been used extensively since 1966 in vari-
ous organizations. It focuses on critical dimensions of organizational
climate, managerial leadership, peer behavior, group processes and
satisfaction, some of which are pertinent to this study.

There were other instruments available which could have'beén
utilized as guidelines in measuring the variables of interest in this
study. Several excellent sources exist that describe scales and indexes
(Robinson, Athanasiou, and Head, 1974; Robinson and Shaver, 1973; Pheiffer,
Heslin, and Jones, 1976; Miller, 1970 and 1976; Hellriegel and Slocum,
1974). A number of very broad instruments have been developed measuring
large numbers of variables. A brief summary is presented following of
several of these broad instruments which could have been adapted for this

study.
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Organizational Climate Index (Pheiffer, et al., 1976:246)

Author: G. Stern and C. Steinhoff

Scales: Thirty scales paralleling Stern's "Activities Index"
Examples of scales are achievement, affiliation,
deference~restiveness, and dominance-tolerance.

Sample Statement: "Criticism of administrative policies and
ractices is encouraged." '

Organizational Climate Questionnaire (Pheiffer, et al., 1976:250)

Authors: G. Litwin and R. Stringer

Scales: Structure, warmth, responsibility, support, reward,
standards, risk, conflict identity

Sample Statement: '"Around here management resents your checking
everything with them; if you think you've got the
right approach you just go ahead."

Additionally, there exist any number of instruments which measure

‘the individual variables. Some examples of such instruments which could

have been utilized for this study are presented below.

2)

‘Aiken and Hage Scale of Personal Participation in Decision

" Making and Hierarchy of Authority'(Miller, 1976:288).

Authors: M. Aiken and J. Hage
Scales: Participation, hierarchy of authority

Sample Statement: "How frequently do you participate in the
decisions on the adoptions of new policies?"

Hemphill's Index of Group Dimensions (Miller, 1976:246)

Author: J. Hemphill

Scales: Measures dimensions of control, stability, intimacy,
stratification, autonomy, viscidity, permeability,
participation, pclarization, flexibility, homogeneity

Sample Statement: '"The group is controlled by the actions of a
few members." '
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3) Seashore's Group Cohesiveness Index (Miller, 1976:257)

Author: §S. Seashore
Scale: Group Cohesiveness

Sample Statement: "Do you feel you are really a part of your
work group?"

4) Community Solidarity Index (Miller, 1976:309)
Author: D. Fessler
Scale: Community solidarity with dimensions of community
spirit, interpersonal relations, family responsibility
toward community, schools, churches, economic behavior,
local govermnment, tension areas
Sample Statement: "Real friends are hard to find in this community."
There are several reasons why the Survey of Organizations was
chosen as a pattern in developing an instrument for this particular
study. TFirst, the SO0 instrument contains questionc designed to measure
variables similar to those studied in this rgsearch, and the questions
seemed more appropriately adaptable to an Indian tribe than did some of
the questions from the other instruments. Second, the work of Tannenbaum
used in the S00 questionnaire was of particular interest to the researcher
and waé utilized as the basis for measuring decentralization in this
study. Third, the instrument deals with "perceptions" of individuals
in the organization as opposed to member "attitudes" tdward aspects of
an organization. As Taylor and Bowers (1972:2) note, perceptions are
descriptive of the organizational conditions and practices, not evalu-
ative as attitudinal measures may be. For example, the attitudinal
measure of "How do you feel about participation?" would be a different

measure than the perceptual measure "how much participation is there?"

Taylor and Bowers further note that the measurement of perceived data
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i3 better than attitudinal data for suggesting ways in which change
could be attempted. This study is concerned with comparing ideal to
current perceptions to indicate implications for change; and therefore,
"perceptions" rather than "attitudes" are of central concern. Fourth,
the SO0 instrument has been utilized since 1966 and considerable
effort has been taken to refine the instrument while improving its
reliability and validity. TFor a more complete discussion of.the efforts
that have been made to refinme and test the SO0 instrument, the reader is
referred to Taylor and Bowers (1972). 1In general, the authors utilize
correlation techniques to present intercorrelations among pairs of items.
Guttman-Lingos Smallest Space Analysis is used to combine the items into
indices. Discriminant validity and internal consistency reliability
results were also reported for the clusters. A summary of the content
and reliability reported for the SO0 are shown in Appendix II of this
paper.

Since the instrumgnt utilized in this research was only pat-
terned after the SO0 instrument, making substantial chgnges in the
originél S00 inst?ument and not utilizing all of the dimensions of the
S00, it cannot be claimed that the resulting instrument has the same
reliability and validity as the S00. However, the researcher feels
the chances for error were decreased by utilizing an established instru-
ment as a guide rather than developing original questions for the entire
instrument.

In terms of instrument selection/development, it would have been
better to utilize an established instrument without having to resort to

changes to increase the possibility of efficient, reliable, valid measures.
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For a number of reasons, however, it was not practical to utilize the
S00 instrument without making changes. First, the scope of this study
does not include all the dimensions measured by the SO0 instrument.
Second, adding the "This is how it is now, used to be and should be"
categories called for in this design would have created an instrument
too lengthy to be practically administered. Third, the S00 instrument
is designed to be administered to a different type organizationm than an
Indian tribe. Many questions would not have been applicable to the tribal
organization. As a result the appropriate pafts of the SO0 instrument
were utilized, and changes in wording were made to adapt the instrument
to the tribal organization.

Failure to utiiize the SOO instrument as developed presents
several problems. First, comparisons oﬁ the findings of this study
with standards developed in conjunction with extended usage of the SO0
instrument are negated, as is the generalizability of the findings of
this study. Second, as mentioned previously, reliability and validity
established for the S00 instrument cannot be assumed for the instrument.
Third,'the possibility of errors and inefficiency are increased by the
construction of an instrument and indices by a researcher with a minimum
of training and skills in the complex area of questionnaire construction.

Muchinsky (1976), in discussing the problem of developing
standard organizational climate questionnaires that can be used for
certain homogeneous organizations, states:

In the quest to develop a psychometrically soﬁnd standardized

climate questionnaire applicable to a broad range of organizatioms,

the specificity and subsequent relevance of reworded items would
have to be sacrificed. At the present time the consequences of the

trade-off between specific climate questionnaires geared for one
type of organization versus a more general climate questionnaire

applicable to many types of organizations is unclear. What is
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clear, however, is that dependent upon our objectives, something
will have to be sacrificed, and we can't have it both ways. Such
8 question appears consistent with Schneider's (1975) statement
that climates would be identified dependent upon our criterion
of interest (Muchinsky, 1976:388).

Although there exist certain sacrifices because of using an
instrument developed for this study, there are also gains. The instru-
ment has been made specific to the Chickasaw tribal organization and it
focuses only on the variables of interest in this study in order to
meet the research objectives.

To help insure the questionnaire developed was appropriate to
vtilize with an Indian tribe, the researcher conducted pre-test/
interviews with seven different subjects, two being Chickasaws and the
other five from other Indian tribes. The researcher observed as the
respondents compieted the instrument, and asked questions as to their
understanding of the questions. Chgnges were made in the instrument
based upon their comments and results. Two pretesters were particularly
critical of the wording, explaining that it sounded like a college profes-
sor had written it and that most Chickasaws were not college professors.
The chénges they recommended were incorporated into the instrumént. The
major change involved replacing the "to what extent do you" phraseology
used in the SO0 instrument to read "how much do you." The word "extent"
was also eliminated from the choice categories. The pre-testers read
over and approved the revised version. The tribal governor also scanned
the instrument and made some suggestions which were incorporated into the
final questionnaire.

It should be noted that the use of "to what extent" is preferable

to "how much" from a purely grammatical standpoint. However, the use of
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"how much" as a descriptive expression of degree is common in the geo-
graphic area of the research and among the research population.

To further improve the quality of the instrument, the researcher
personally administered the instrument, providing instructions and
answering questions as required.

The questions from the Survey of Organizations utilized and the
modifications made will be discussed more spegifically in the following

sections devoted to each of the variables.

Deéentralization
Measurement of decentralization followed Tannenbaum's control
graph technique used in the SO0 which was described and explained in
Chapter II (see Figure 1, p. 27). The measure for decentralization was
obtained by asking respondenfs the following question:
In general, how much say or influence does each of the following
people have on what goes on in your community involving the tribe
and its members?

The comparable SO0 instrumént question is worded as follows:
In general, how much say or influence does each of the following
people have on what goes on in your department? (Taylor and
Bowers, 1972:64).

Respondents were then asked to respond in terms of five levels
of agreement or disagreement, and for categories of "now," "used to be,"
and "should be" for fourteen areas involved with the tribe. Whereas
the SO0 instrumeni identifies general hierarchical levels of lowest
level supervisors, top managers, employees, and middle managers, specific
levels were developed for this study to minimize respondent error in

ascertaining whether one office might be considered "top management" or

"middle management." Additionally, more information could be obtained
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as to tribal members' percéptions of the influence of specific areas
involved with the tribe. The "people" selected to be analyzed range
from Bureau of Indian Affairs in Washington, D.C., to Chickasaw tribal
members. If one wants to view these levels in terms of Tannenbaum's
top, middle, and lower management and employees, the BIA offices and
tribal governor could be considered "top management,'" the tribal office
functions and advisory boards could be considered "middle management,"
officers of the community councils could be called "lower management,"
and tne Chickasaws in your community could be considered "employees."
"Chickasaws outside your community" would be the equivalent of members
of another department in a traditional organization, reflecting a hori-

zontal rather than hierarchical relationship.

Participation

The second variable investigated in this study is termed Partici-
pation, and is defined as the extent of involvement of tribal members in
decision making within the tribe. This variable is measured by adapting
five questions, selected by the researcher from the Survey of Organiza-
tions organizational climate section. It should be noted that the
items selected to form the index for participation are of the researcher's
choosing, not that of Survey of Organizations. The composite indices
developed by the SO0 research (1972:71) for organizational climate were
developed utilizing SmallestSpace Analysis (SSA) method of cluster
analysis. The indices developed include Technological Readiness, Human
Resources Primacy, Communication Flow, Motivational Coﬁditions, and
Decision-Making Préétices. After reviewing the indices and the various

items making up the indices, the researcher felt that no one of the
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indices could serve as a measure for the variéble participation in this
study. Consequently, the researcher selected five questions which
seemed appropriate and logical as measures for the variable participation.
It must be noted that the separate index for participation is comstructed
based strictly upon face validity, a necessary criterion for index
construction (Babbie, 1973:256), but that no examination of the bivariate
relationships among the items selected for inclusion has been conducted,
as Babbie suggests, by this researcher. Although the index may be less
efficient than it might be and has not been empirically validated, the
researcher feels the combined items provide a satisfactory measure which
meets the objectives of this study.
The Survey of Organizations questions from which the items for
this study were adapted are as follows:
36) When decisions are being made, to what extent are the persons
affected asked for their ideas?
34) How are objectives set in this organization?
1) Objectives are announced with no opportunity to raise ques-
tions or give comments.
2) Objectives are announced and explained, and an opportunity
is then given to ask questions.
3) Objectives are drawn up, but are discussed with subordinates
and sometimes modified before being issued.
4) Specific alternative objectives are drawn up by supervisors,
and subordinates are asked to discuss them and indicate
the one they think is best.

5) Problems are presented to those persons who are involved,



127
and the objectives felt to be best are then set by the
subordinates and the supervisor jointly, by group partici-
pation and discussion.
29) In general, how much say or influence do you have on what goes

on in your work group?

13) How receptive are those above you to your ideas and suggestions?

12) How adequate for your needs is the amount of.information you
get about what is going on in other departments or shifts?

The questions used in this survey for the variable participation
are as follows:

1) 1If the tribe is making a decision that affects some people in
the tribe, how much do'thosé people have to say about what the
decision should be?

2) How much do Chickasaw people have to say about what overall
tribal goals will be?

3) 1In generzl, how much influence do you have about what goes on
in your community involving the tribe and its members?

4) How much interest do the tribal organization and leadership
have about the ideas and suggestions they get from Chickasaws?

5) How much information do you get about what is going on in the

tribe?

Cohesiveness
Cohesiveness has been defined as the degree of tribal member
involvement with and commitment to the tribe and desire to have an
active tribal community.

The Survey of Organization instrument measures "group process"
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utilizing seven items which form the group process index (1972:77).
The SO0 questions that make up their index are as follows:
"97. To what extent does your work group plan together and ccordinate
its efforts?
98. To what extent do persons in your work group know what their
jobs are and know how to do them well?
100. To what extent is information about impértant events and situ-
ations shared within your work group?
101. To what extent does your work group really want to meeﬁ its
objectives successfully?
102. To what extent is your work group able to respond to unusual
work demands placed upon it?
103. To what extent do you have confidence and trust in the persons
in your work group?

This researcher faced the same problem witii this cohesiveness
variable as was faced with the participation variable. Although the
above items form a conceptual basis for measuring a "groupiness" vari-
able, the wording and nature of the individqal questions were not appro-
priate for a questionnaire for an Indian tribe. Therefore, the researcher,
utilizing the SO0 questiéns as a conceptual pattern and again relying
upon face validity, developed the following questions to serve as a
measure for the variable cohesiveness: |

1) How much do you believe Chickasaw people are willing to work
and get involved in building a better tribe?
2) How much have you bzen active in your community in tribal

matters?
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&)

5)

6)

7
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How many of your really good friends are Chickasaws?
How much importance do Chickasaws place in having a tribal
organization and community that is the center of their life?
How much confidence and trust do Chickasaws have toward other
Chickasaws?
How much do Chickasaws in your community have an oganization
with objectives or goals it is trying to accomplish?
How much do Chickasaws participate together in activities in

your community?

Satisfaction

The fourth variable investigated in this survey portion of the

study is the variable termed satisfaction, which is defined as the

degree to which the tribe is meeting the needs of tribal members.

The measurement of this variable also was developed utilizing

the Survey of Organizations standardized questionnaire as a guide. The

S00 utilizes seven questions regarding satisfaction to form a composite

index. - The questions are as follows:

17)

18)

19)

20)

21)

22)

All in 3ll, how satisfied are you with the persons in your
work group?

All in all, how satisfied are you with your supervisor?

All in all, how satisfied are you with your job?

All in all, how satisfied are you with this organization, com-
pared to most others?

Considering your skills and the effort you put into the work,
how satisfied are you with your pay?

How satisfied do you feel with the progress you have made in
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this organization up to now?
23) How satisfied do you'feel with your chancees for getting ahead
in this organization in the future?
As in the case of the cohesiveness variable, the items of the
S00 satisfaction index are able to serve only as a conceptual guide for
measuring satisfaction of members of an Indian tribe. Consequently, the
researcher developed a series of questions to measure satisfaction, as
follows:
1) All in all, how much is the tribe helping you to be more happy?
2) All in all, how much has this tribe accomplished compared to
other tribes?
3) How much does the tribal organization and leadership have a real
interest in the welfare and happiness of Chickasaw people?
4} All in all, how satisfied are Chickasaws with their tribez?
5) All in all, how much have Chickasaws been able to improve
their quality of living (health,.income, necessities of life,

education, work, happiness, etc.)?

Conflict

The firal variable investigated in this study was the variable
termed coanflict, which has been defined as the degree of disagreement
and dissension within the tribe. This variable is measured by two
questions, treated individually.

The first question is adapted ffom the following Survey of
Organizations questionnaire:

16) How are differences and disagreements between units or depart-

ments handled in this organization?
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1) Disagreements are almost always avoided, denied, or suppressed.
2) Disagreements are often avoided, denied, or suppressed.
3) Sometimes disagreements are accepted and worked through;
. gometimes they are avoided or suppressed.
4) Disagreements are usually accepted as necessary and desirable
and worked through.
5) Disagreements are almost always accepted as necessary and
desirable and are worked through.
The adapted version used in this study is as follows:
Are disagreements within the tribe handled openly and worked
" out rather than being avoided, denied, or suppressed?
The second question.was developed by the researcher and is
simply a question which asks for member perceptions as to the degree of
disagreement and conflict within the tribe. The quescién is as follows:
How much disagreement and conflict is there within the Chickasaw

tribe?

The Sample

The researcher's first inclination was that the population
should consist of all Chickasaws. However, not all Chickasaws are
located in the eleven counties of the old Chickasaw Nation or even in Okla-
homa for that matter. The next population seemed to be limited to those
residing in the Chickasaw Nation. The number is estimated at 5,850 (U.S.
Department of Commerce, 1974:446). It was pointed out to the researcher,
however, that many Chickasaws residing in the Chickasaw Nation are not
active in tribal affairs and are probably not knowledgeable of questions

asked on the questionnaire. The researcher then considered drawing a
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sample from the population of those who voted in the last election for
governor of the Chickasaws (2414), fof these Chickasaws could be con-
sidered active tribal members. Plans were made to draw the random
sample and to gather data using mailout questionnaires. However, at
that point of the research, and after discussions with various parties,
including Chickasaw tribal members and those knowledgeable in research
methods, it became apparent that a reappraisal of the techniques be made
in view of the research objectives. For example, it appeared probable
that there would be a low return rate, considering the length of the
questionnaire and the low degree of interest in tribal affairs that
potential respondents might have. The possibility that many of the
respondents might be classified as "not very active" became an issue
that the researcher had difficvlty reconciling with the research objed-
tives.

In view of the previously mentioned considerations, it was
determined that the research objectives would be better met if the
sample were limited to "active members" and if the questionnaire were
administered in person. "Active members" were those members who were
spending time‘and effort working within the tribe, either in a paid or
voluntary position or both. By concentrating on these members, and by
obtaining the data in person, it is felt by the researcher that the
resgarch objectives are better achieved as compared to results obtained
from a mailout questionnaire to Chickasaws who may be inactive or apa-
thetic as to the tribal organization. It is realized that concentrating
on this smaller population limits the ability to generalize the sample

findings to the general Chickasaw population, but this sacrifice seems
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to be outweighed by the probability of obtaining more accurate, usable
and reliable information from a smaller populatiom.

This decision to restrict the sample to active members also
seems appropriate in view of the general tendency of voluntary organiza-
tions to be operated by a minority of its members (Lipset, et al., 1956).
Since a key part of this study involves decision-making, it seems
logical that those active in the organizational process should be the
focus of the research.

Given the decision that the sample would consist of active
.members and that the data would be gathered in person, the next step was
to determine who would be contacted and how many would be enough. It
was felt that the most active portion of the sample would be tribal
employees, members of community councils, and those participating in
tribal programs. The first inclination of the researcher in making the
"how many" determination was to 'get all of them," since the populatica
of actives is smaller. But from a pragmatic standpoint, such was
impractical since the definition of actives was in itself nebulous (i.e.,
where is the line drawn between active and inactive), and even if the
population could be precisely defined and identified, locating all the
active members was impractical. Consequently, the decision was made to
go around to the various tribal organizational activities with the answer
to the "how many" question becoming "as many as possible."

The following list identifies the number assigned to each cate-
gory at the time of the study and the number of usable questionnaires
obtained from each category. The number assigned to the various community

councils was not possible to compute because the number in attendance
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varies. For example, the Ardmore Community Council meeting had thirteen
people present the night the questionnaire was administered. The
researcher attended a previous meeting when Governor James was a guest
speaker, and over one hundred were in attendance. In éach of the com-
munity councils represented in this study, it can be said that the
respondents were in general those members who are most active in the
counacil, i.e., who are officers or who attend practically every community

council meeting.

Total Usable Percent

Assigned Question- Usable

naires to Total

Tribal Employee Supervisors 7 7 100.0
Community Health Representatives 19 17 89.5
Housing Authority Employees 33 30 90.9
Remaining Tribal Employees 18 13 . 72.2
Ardmore Community Council Qaries 12 -
Stratford Community Council varies 10 -
Pontotoc County Community Council varies 8 -
Trainees in Construction Program 20 _18 90.0

TOTAL o 115

It should be noted that of the 115 respondents, 67 areAappointed
by the tribal administration. Although care was taken to explain that
responses would be confidential, the possibility exists that some
respondents may have been unwilling to be completely open.

Five questionnaires were obtained at the annual Chickasaw
meeting, but are not included in the data because they were obtained

after the data were analiyzed.
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Data Collection Process

The first step'in the data collection process was securing
approval from Governor James for the research. Gaining this approval
required a visit of Governor James' office in Oklahoma City, at which
time the research purpose was explained and his approval requested. -

The Governor granted his approval and issued a letter to the researcher
to that effect.

The next step in the data collection process was that of actually
administering the questionnaire. The first meeting was with the super-
visors of tribal employees at their weekly breakfast meeting. At that
meeting the researcher identified himself as a faculty member at East
Central University and as a student at the University of Oklahoma, explain-
ing that this research was part of the requireménts to obtain the Ph.D.
degree. Also explained were the possible benefits to the tribe that
might accrue from the research. The neéd for objectivity was explained
and the confidentiality of each questionnaire was promised. It was
pointed out that tribal employees were not to complete the demographic
data on the back page as assurance that their answers could not be
traced back to them. Instructions were then given as to how to complete
the questionnaire, the £esea£cher going over the example and then reading
question one of the questionnaire., As respondents were completing the
questionnaire, the researcher checked to see that they were completing it
properly. This process was repéated at each meeting with the exception
that with groups of people who were not tribal employees, respondents
were asked to complete the demographic data.

Each respondent's time to complete the questionnaire ranged
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from thirty minutes to one hour. Community councils seemed to take
longer than tribal employees to complete the instrument. At one Com-
munity Council Meeting three elderly gentlemen were having difficulty
completing the instrument, so the researcher read and éxplained each
statement to them, and they then selected the response. At several
: meetiggs it was evident that some of the respondents were unable to
read, yet went through the questionnaire anyway, perhaps as a matter of
pride. Of the 128 questionnaires completed, 13 had to be specified as
unusable, leaving 115 usable questionnaires.

It should be pointed out fhat not everyone completing the
questionnaire was Chickasaw. The tribes in Oklahoma have agreed that
each would provide tribal services to Indians residing in their geo-
graphic area whether they are tribal members or not. Consequently, the
community councils included non-Chickasaws among the respondents.

These people were instructed to cdmplete the questionnaire as if they
were Chickasaw. There were also some non-Indian personnel, particularly
at the Housing Authority, who were given the same instructions. Although
from a technical standpqint these respondents should probably not be
included as active Chickasaws, it was the researcher's opinion that they
had sufficient knowledge of the Chickasaw tribe as well as an active
interest in tribal matters that their perceptions should be included.

It should also be pointed out that the day scheduled to admin-
‘ister the questionnaire at the Housing Aﬁthority happened to fall on the
first day of work of a new director of the Housing Authority, and as all
personnel were assembled to complete the questionnaire, the new director

took that opportunity to imiroduce himself and give some of his plans
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for the Housing Authority. It should also be noted that the new
director had not been the choice of most people working at the Housing
Authority; rather, their choice seemed to be that an assistant director
be promoted. The fact that a new director, appointed from outside
the ranks of Housing Authority employees, made his first appearance
just previous to completing the questionnaire may ﬂave affected the
results.

- An effort was made by the researcher to obtain more respondents
during the annual Chickasaw meeting heid in Byng, Oklahoma, in October,
1976. The researcher wrote the Governor requesting permission and pro-
viding alternatives for data collection ranging from collecting data
during the assembly meeting to collecting data from a booth set up
outside the assembly. Because of limited time and a heavy schedule of
events for the assembly meeting, the Governor requested the researcher
set up a booth to collect data. A booth waé arranged along with other
displays set up by the tribal organization employees and some arts and
crafts displays. Although many people came by the booth and looked at
the questionnaire, only five people completed it. The researcher was
able to engage in enlightening conversation with many people, but the
results in terms of completed questionnaires Qere not worthwhile, Since
data from the previous questionnaires had already been analyzed, the
researcher decided the five questionnaires would not be included in the
analysis. The researcher further concluded that questionnaires are best
obtained from captive audiences.

As was pointed out in the previous chapter, the exploratory

part of this research did not cease when the survey part began because
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the process of gathering data for the survey ﬁortion also added to the
researcher's general information. Perhaps because of the nature of the
questionnaire, people were willing to discuss the tribal organization
with the researcher and among themselves. Additionall&, the researcher
was able to observe tribal processes, such as community council meetings,

during this period.

Analysis of the Data

There exist a variety of statistical techniques, both parametric
and non-parametric available to the researcher. After reviewing those
techniques which seem to be most appropriate, the researcher concludéd
that the basic technique for analyzing data for this project is the use
of central tendency measures, graphic displays, and the parametric t-test
for difference between two means, supported by the non-parametric chi-
sguare test and the non-parametric median test.

The dilemma of using parametric or non-parametric statistics is
a difficult one, and there appears to be disagreement among statistical
scholars as to which should be used (see for example, Kerlinger, 1564:257;
Siegel, 1956:30). The key problem appears to lie in the assumptions
that are made in selecting the appropriate test. Non-parametrics require
fewer conditions specified about the parameters of the population from
which the sample is drawn. Parametric statistics require more assumptions,
especially that of normality (the population from which the sample is
drawn is normally distributed), homdgeneity of variance (variance is
homogeneous from group to group), and continuity and equal intervals of
measures (the measures are continuous rather than discrete and the

distances between numbers of the scale are of known size).
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Kerlinger (1964:259) argues that evidepce shows the importance
of normality and homogeneity assumptions has been overrated, that
"unless there is good reason to believe the populations are rather
seriously non-normal and the variances are heterogeneo;s, it . is usually
unwise to use a nonparametric statistical test in place of a parametric
one."’ He points out the reason for selecting parametric is that para-
metric tests are more powerful (probability that the null hypothesis
will be rejected wvhen it is actually false) than are nonparametric tests,
He advises that the researcher should use parametric tests, as well as
the analysis of variance, routinely, but to "keep a sharp eye of data
for gross departures from normality, homogeneity of variance and equal-
ity of intervals" (Kerlinger, 1964:260).

The assumptions of continuity and interval measurement are more
difficult. Selltiz, et al. (1976:420), for example, report that the
Likert-type scale does not claim to be much more than an ordinal scale,
since it does not provide a basis for saying how much more one extent
measure differs from another extent measure. That being the case, the
statistics that would be used should be non-parametric tests; however,
researchers have used the more powerful parametric tests on Likert-type
scales. Hayes (1973:88) points out that mathematically and statistically,
statistical techniques can be performed with numerical data, and the
answer will be formally correct. 'He points out that it is the interpre-
tation of such results that allows the translatioﬁ of numerical results
into a statement about properties of things. Langston (1976:82) reports
on research results that support Likert's contention that Likert scales

give results equivalent to the results obtained by interval scales.
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Franklin (1973:45) uses a statistical test which requires interval
scale measures to analyze Likert-type data, and does so after providing
arguments from other researchers suggesting that there is a relative
lack of danger in so doing. He points out, however, tﬁg necessity of
realizing the data are ordinal. Finally, Kerlinger (1964:426) discusses
the pros and cons of assuming interval measures with ordinal data and
concludes that "it is probable thét most psychological and educational
scales approximate interval equality fairly well."

Further investigation as to whether to use parametric or non-
parametric statistics for analysis reveals evidence that University of
Michigan researchers have used parametric statistics in analyzing Likert
scaled data. For example, Tannenbaum (1958:268) used the t-test exten-
sively in amalyzing participation among actives and inactives in union
locals. Morse and Reimer (1956:120) used the t-test to analyze change
in .an organization measured by a Likert-type scale. Michaelsen (1973)

uses multiple regression techniques with Survey of Organizations daﬁa.

Atherton {1972) uses primarily non-parametric techniques to measure
change in an organizaéion using Likeft-type scales, although he used
the t statistic for part of his analysis.

There appears to be sufficient support for use of the more power-~
ful parametric t-test. However, two non-parametric tests, the chi-square
and the median test, were selected to support the t-test analysis and to
provide a more conservative statistical viewpoint. Since the survey
research questions are interested in comparing tribal member perspectives
of "now" to "used to be" and "now" to "should be," the appropriate sta-

tistical test is one for test between two independent samples, allowing
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comparison of the "now" to the "used to be" and the "now” to the “should
be." Accordingly, the t-test for difference between means has been
used, as has the chi-square test for two independent samples (Siegel,
1956:104). The median test, for testing whether two independent groups
differ in central tendencies (Siegel, 1956:111), was applied for each of
the variables except decentralization. Analysis of the variable
decentralization was conducted using primarily the work of Tannenbaum's
Control in Organizations (1968), which was explained in Chapter II.

The method of compilation and usage of data in conjunction with
the various statistical tests should be repo;ted. For the t-test, each
person's average response (mean) :x 2ach item (or items for those vari-
ables where an index of several items is utilized) was computed. Then
a mean response was determined for all respondents for a given variable.

' a respondent's

For example, for the participation variable, "Now,'
answers to questions 1, 4, 7, 10, and 13 were averaged. This procedure
was repeated for each respondent, then an overall‘mean was determined

for Participation, "Now." .The procedure wouid then be repeated for
Participation "Used to be," and "Should be." This data then was utilized
to compute the t-statistic to test for significant differences.

The use of the data for the chi-square test can best be explained

by an example. A 2 X 5 contingency table was esTablished as follows:

Extent Scales

Now N

Used to be U U U U



142

N, represents the number of responses to the "now" category,

1
extent scale 1 (little or none). For example, the participation variable,
Nl’ is the sum of the responses of "little or none," for questions 1, 4,
7, 10, and 13 (now). Uy is the sum of the responses "little or none" for
questions 2, 5, 8, 11, and 14 (used to be). Once the table is completed,
it can then be used to compute the chi-square statistic to test for sig-
nificant differences.

The median test was computed according to Siegel (1956:111).

The median responses were computed by determining for each respondent
the sum of his scores on the items comﬁrising the variable index, then
by determining the median score considering all respondents.

It should be noted that although the data were collected from
groups of various, active members, no attempt is being made for this
research project to analyze differences between groups of respondents.
Rather overall results from the tribe as a whole are given, an analysis
which is in keeping with the research objectives. It‘should also be
noted that although demographic information was gathered from some of
the reépondents, it was not intended that this data be utilized in this
research project, and accordingly, that information is not presented.

The assessment of the success of the permeation of the self-

- determination philoscphy is based on the results of the analysis. If
active tribal members perceive a significant increase in decentralization,
participation, cohesiveness, and satisfaction, it seems safe to conclude
that the self-determination policy is in the process of being implemented.

The comparison of the "now" to the "should" perceptions will also allow

an analysis to be made as to the degree of success of the policy.
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Presentation of Findings

Decentralization

The distribution of influence was measured by asking respondents
the question "In general, how much say or influence does each of the fol-
lowing people have on what goes on in your community involving the tribe
and its members?" Respondents were asked to categorize the degree of
influence on a scale ranging from "little or no influence" to "a very
great deal of influence" which describes his perception of how he sees
things now, how he thinks they used teo be, and how he thinks they
should be. Influence is the mean response given each influencer on the
scale from "little or none" to "a vefy great deal." Total influence is
the sum of the means. This relationship is then plotted in graph form in
the format taken from Tannenbaum (see Figure 1, p. 27).

In the figures and table which follow, the distribution of
.influence in the Chickasaw tribe is presented in several descriptive
ways. Figure 4 presents the average responses graphically, Figure 5
presents the average responses using Tannenbaum's control graph format,
and Table 4 presents a chart of mean responses, total influence, and
percent of total influence for each inflﬁencer.

Further analysis was conducted comparing statistically the
differences between respondents answers to '"now" as compared to "used to
be," and "now" as compared to "should be" for each of the various groups
and people associated with the tribe. The t-test for differences
between means and the chi-square test was used for this analysis. The

results are shown in Table 5.



FIGURE 4
IN GENERAL, HOW MUCH SAY OR INFLUENCE DOES EACH OF THE FOLLOWING PEOPLE
HAVE ON WHAT GOES ON IN YOUR COMMUNITY INVOLVING THE TRIBE AND ITS MEMBERS?

MEAN RESPONSES -

I: Now

) * USED TO BE
{

|

~ SHOULD BE

Little or No Influence

Influence

Chickasaws in your community:
58, This is how it is now:

59, This is how it used to ber 1
60, This is how it should be: 1’
Officers of the Community Councils: ‘

61, This is how it is now:

62, This is how it used to be:r

63. This is how it should be:
Chickasaws outside your community:

64, This is how it is now:

65. This is how it used to be:

66. This is how it should be:
Employeegs of tribal organization:

67. This is how it is now:

68. This is how it used to be:

69. This is how it should be:
Supervisors in the tribal organization:

70, This is how 1t is now: 1

71. This is how it used to be:

72. This is how it should be:
Members of Advisory Council:

73. This iz how it is now:

74. This is how it used to be:

75. This is how it should be:
Choctaw/Chickasaw alliance:

76. This 1s how it is now:

77. This is how it used to be:

78. This is how it should be:
Members of Board, Chickasaw Housing Authority:

79. This is how it is now:

80. This is how it used to be:

81. This is how it should be: 1
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Figure 4
Continued

==

now
" used to be

. ghould be

Director of the Housing Authority:
82, This is how it is now:
83. This i{s how it used to be:
84. This iz how it should be:
Governor:
85. This is how it is now:
86. This is how it used to be:
87. This is how it should be:
Bureau of Indian Affairs in Washington, D.C.:
88. This is how it is now:

89. This i3 how it used to be:
90, This is how it should be:
Bureau of Indian Affairs in Muskogee:
91, This is how it is now:

92. This is how it used to be:
93, This is how it should be:
Bureau of Indian Affairs in your local area:
94, This is how it is now:
95. This ie how it used to be:
96, This is how it should be:
Indian Health Services:
97. This 1is how it is now:
98. This is how it used to be:
99, This 1s how it should be:

Little or No Influence
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TABLE &
Distribution of Influence

*Mean Responses, Total Influence, and Percent of Total Influence

Bureau of Indian Affairs, Washington, D.C.

BIA, Muskogee

BIA in your local area

Indian Health Services

Governor

Members of the Advisory Council

Members of the Board, Chickasaw Housing

Director of the Housing Authority

Supervisors in the tribal organization

Employees of Tribal Organization

Officers of Community Councils

Chickasaws in your community

Choctaw/Chickasaw Alliance

Chickasaws outside your community

Total influence

Used
To Should
Now Be Be
3.34 3.12 3.52
(8.5%) (9.6%) (6.9%)
3.23 2.93 3.58
"(8.2%) (9%) (7%)
2.93 2.74 3.33
(7.5%) (8.4%) (6.6%)
2.95 2.23 3.56
(7.5% (6.9%) (7%)
4.05 3.32 4.00
- (10.3%) (10.2%) (7.9%2)
2.83 2.23 3.75
(7.2%) (6.9%) (7.42)
2.83 2.15 3.62
(7.2%) (6.6%) (7.172)
2.91 2.40 3.63
(7.4%) (7.47%) (7.17%)
2.70 2.10 3.69
(6.9%) (6.5%) (7.3%)
2.57 2.05 3.72
(6.9%) (37%) (7.3%)
2.57 1.89 3.79
(6.6%) (5.8%) (7.57)
2.13 1.64 4.06
(5.4%) (5.0%) (8.0%)
2.20 1.86 3.00
(5.6%) (5.7%) (5.9%)
1.99 1.88 3.56
(5.1%) (5.8%) (7.0%)
39.23 32,54 50.81

*Influence is the mean response given each influencer on the
Total influence
is the sum of the meams.Percentage of influence is the influencer

scale from 1 (little or none) to 5 (a very great deal).

mean divided by total influence.
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TABLE 5
Distribution of Influence
Significance Tests for Differences

Group "Now" versus "Used to Be" "Now” versus "Should Bec'

t-gscore chi-square t-score chi-square

Bureau of Indian Affairs,

Washington, D.C. 1.25 3.05 .98 - 3.15
Bureau of Indian Affairs,

Muskogee, OK 1.70 5.46 1.97 8.49
Bureau of Indian Affairs,

local 1.18 2.23 2.41% 9.52%
Indian Health Services 4 ,55%%% 21,93%%% 3.54%%% 17 .24%%
Governor 4, 11%*%% 20 . 34%%% .29 7.24
Members of Advisory Council  3,70%%% 14 ,98%% 5.94%%% 36.05%*%
Members of Board,

Chickasaw Housing 4,31 k%% 18.03%% 4,91%%% 22,07%%%
Director of Housing

Authority 3.14%% 10.53* 4 43%%% 19.42%%:
Supervisors in tribal

organization C 3.79%%% 14 ,75%% 6.47%%% 37 .48%%%
Employees of tribal

organization 3.41%*% 15.68%* 7 .63%%% 47 .43%%%
Officers of Community

Councils 4, 70%%% 23.29%%% 8.13%%* 56.83%%
Chickasaws in your

community 3.79%%% 16.68*% 15,27%%% 121, 15%%*
Choctaw/Chickasaw Alliance 3.98%%% 7.34 6.87%x% 21,.80%*:

Chickasaws outside your
community .76 3.91 10 .02%%%* 70,93%%*

* Significant at ,05 level
%% Significant at .01 level
*%% Significant at .00l level



149

Interpretatibn of Results of Variable Decentralization

The distribution of influence of those various groups and people
associated with the Chickasaw tribe appears to féllow tﬁe negatively
sloped, traditional autocratic or cligarchic model in which influence -
decreases as one moves down the hierarchy (see Figure 5). It also appears
that the influence curve has shifted upward, and it can be said, following
Tannenbaum's work, that total influence has increased and influence at |
egch level has increased when comparing present distribution to the
distribution as perceived in the past, say around 1969 or 1970. The
"should be" curve in Figure 5 illustrates that tribal members desire a
distribution of influence that more closely fits the polyarchic model,
where all hierarchical groups have important influence.

Tannenbaum's discussion of total control, which was presented
in Chapter II (pp. 24-26) of this study, can be applied to assist in
interpreting these results. Tannenbaum suggested that total control
in a system might increase due to an external expansion of power into
the organization or due to internal conditions. The internal and
external conditions may also affect one another.

The increase in total control shown in the results of this
study can be attributed to both external expansion and internal change
in conditions. The implementation of self-determination may be taken
as an external expansion of power. Because of increased funding and
programs made available to the Indian to implement self-determination,
there are simply more decisions that have to be made. This external
expansion in itself could perhaps account for the increase in total
control. However, the philosophy of self-determination has also led to

internal cenditions which could also be a cause of increased total control.
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The election of the tribal governor, the increased activities of a
tribal organization, and the BIA change in emphasis from "directing" to
"advising" Indian efforts, could result in increased opportunities

amcng members to exercise control within the organization, which may
then increasz the members' involvement in and identification with the
organ;zation. This, in turn, would increase the member intereét in
exercising control and their amen;bility to being controlled (Tannenbaum,
1968:13).

Taking the analysis a step further, the researcher concluded
that it would be interesting, since total influence has evidently
increased, to analyze the change in distribution from the standpoint of
percentage of total influence. For example, Table 4 shows that the BIA
in Washington, D.C., has increased its influenée from "used to be" as
compared to "now" from a mean score of 3.12 to 3.34. But since total
influence (the sum of the means) inpreased from 32.54 to 39.23, the
percentage of total influence that the BIA ié Washington now has has
decreased from 9.6% to 8.5%Z. While care shouid be taken to avoid faulty
aqalysis via quantitative fixation (i.e., it seems illogical to say that
the BIA in Washington has 8.5% of influence in tribal decisions and
that the 8IA in total has the sum of all BIA percents, or 24.2%), it
does seem logical that one can conclude the BIA influence as a percent
qf total influence in the Chickasaw tribe is perceived to have decreased.

Table 6 summarizes the tribal members' perception of changes in
-influence. In general, it appears that tribal members perceive that the
current high echelons, although depicted as having substantial influence,

have tended to decrease or stay about the same in terms of percent of
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TABLE 6
Distribution of Influence

Summary of Perceptions of Changes in Influence

The percentage of total influence of each influencer now compared to
used to be and should be compared to now.

% of Influence 7% of Influence
Now (compared Should have

This information is summarized from

Table 4.

to used to be) (Compared
Influencers to now)
Bureau of Indian Affairs, Washington, D.C. Less Much Less
Bureau of Indian Affairs, Muskogee Less Much Less
Bureau of Indian Affairs, Local Less Less
Indian Health Services More Less
Tribal Governor Same Much Less
Advisory Council Slightly Slightly
More More
Housing Authority Board of Directors Slightly Slightly
More Less
Director of the Housing Authority Same Slightly
Less
Supervisors of Tribal Employees Slightly Slightly
More More
Tribal Employees Slightly More
More
Community Council Officers More More
" Chickasaws in your community Slightly Much More
More
Choctaw/Chickasaw Alliance Slightly Siightly
More More
Chickasaws outside your community Less Much More
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total influence; whereas, the lower echelons héve tended to increase
in their percent of total influence. By the same token, members perceive
that the ideal state would be one in which higher echelons would have
much less a percent of the total influence, while the lower echelons
would have a much higher percent of the total influence. In effect,
member; seem to be saying that "you at the top can remain influential,
but we would like to be equally influential."”

It should be pointed out that such an.analysis of change in
percentage of total influence is in effect reverting to the argument
that there is a fixed quantity of power in a system, an argument that
Tannenbaum does not support.

It should be noted that the question, as phrased on the instru-
ment, refers to influence "in the community." The results mé& have been

different had the question read "in your tribe" or "in Indian affairs."

Participation

Participation refers to the degree of involvement of tribal
members in the decision-making process within the tribe. The questions
to be analyzed are "what changes have occurred in the degree of partici-
pation of tribal members in tribal decisions?" and "What changes do
tribal members feel should occur in the degree of participation of
tribal members in tribal decisions?"

A summary of the results of the analysis of data obtained from
the responses to the five questions that served as an index of partici-
pation follows. Figure 6 illustrates the average response for each of the
five questions. Figures 7 and 8 consider the five questions as a com-

posite and develop a percentage response for each scale category and’
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FIGURE 6

Degree of Participation

*Average Response for Each Question

;l now
;! used to be

1
| should be

Little or none
Quite a Bit

A Great Deal

A Very Great Deal

Some

If the tribe is making a decision that affects some people in the tribe,
how much do those people have to say about what the decision should be?

1. This is how it is now: 1 : 3 4 5
2.. This is how it used to be: 1 3 4 5
3. This is how it should be: 1 ‘ 3 4- 5§

How much do Chickasaw people have to say about what overpl tribal ghals
will be?

|
l
4. This is how it is now: 1 E 3 4 5
S. This is how it used to be: : 1 3 4 5
6. This is how it should be: ; 3 4 . 5
In gensral, how much influence do you have about what goes on in ypur
community involving the tribe and its members: /
7. This is how it is now: 1. 3 7.4 5
8. This is how it used to be: 1 3/ 4 5
9.- This is how it should be: 14 34 4 5
How much interest do the tribal organization and leadersp have %bout the
ideas and suggestions they get from Chickasaws? y \ .
10. This is how it is now: 1 2% 3 . s
11. This is how it used to be: 1 24 3 \ 5
12. This is how it should be: 1 {2 3 4 5
How much information do you get about what is going on iﬁ t%e tribe?|
13. This is how it is now: 1 12 3 4 s
14. This is how it used to be: 1§22 3 4 5
15. This is how it should be: 1 !,2,_5 3 s
2% o
g b
o 3
2 &
S

*The average was computed by determining the number of respondents
who circled each scale category, multiplied by the numerical value of that
scale, and divided by the total number of respondents to that particular
question. For example, for question 1, "This is how it is now", the results
were as follows:

Extent Scale 1 2 3 4 5
Number Responding 41 43 22 5 4 = 115
Total 41 86 66 20 20 = 233

-average=233:115=2.03
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FIGURE 7

Degreé of Participation
Questions 1-5
Percent of total respondents answering in each category.

Little Some Quite A A Great A Very

or Bit Deal Great
None . Deal
Now 32.2% 37.12 21.3% 6.8% 2.6%
Used To 53.8% 27.0% 10.82 6.6% 1.82
Shounld 2.5% 7.92 18.0%Z 37.7% 33.9%
now

used to be
should be

60
\ Used To
‘ﬁ 50 \\\
23 40 _
W g 30 . R
°8 Should
86
g‘g 20
(Y 10 _
Little Some Quite A A Great = A Very
" er Bit Deal Great
None Deal

Degree of Participation

*Percent was computed by adding the number who circled each scale
- category, for each of the five questions, then dividing by the total
number of responses. For example, for the extent scale "Little or None",
"This is how it is now", category, the numbers circling that response
for each of the five questions were 41, 34, 49, 29, and 32 for a total
of 185. The total responses for all of the five categories
(little or none through a very great deal) were 574. The percentage in
the "little or none" category is then (185/574)100 or 32.2%.
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40
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FIGURE 8

Degree of Participation‘

Graphic Presentation




156
for each of the three categories 'now," “used to be," and '"should be."
Further analysis of the difference between "now" and "used to
be" and the difference between "now" and "should be" were conducted
using the parametric t-test for differences between means and the non-
parametric chi-square test and median test. The results of these tests

are shown as follows:

"now" versus ' "now" versus

"used to be" “should be™
t score 3.55% 19.27%
Chi square 58.84* 525.96%
median test 10.87% 119.89%

*Significant for p less than .001l.

Interpretation of Results for Variable Participation

Analysis of the data quite clearly shows that tribal members
believe that they participate more in tribal decisions than they for-
merly did, and that they perceive they should have the opportunity to

be able to participate substantially more than they currentiy do.

Cohesiveness

In examining the variable cohesiveness, an attémét has been made
to answer the questions '"What changes have occurred in the degree of
cohesiveness of tribal members?" and '"What changes do tribal members
feel should occur in the degree of cohesiveness of tribal members?"

Figure 9 illustrates the average response for each of the seven
questions asked for the '"coehsiveness" variable. Figures 10 and 11
consider the seven questions as a composite and develop a percentage

response for each scale category for each of the three categories "now,"
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FIGURE 9
Degree of Cohesiveness
*Average Response For Each Question

[
<
o 2
] - oy
| o 4 % 3
. now M ® a 4
' © « " ©
1 | used to be L] ¢ 3 &
' B og § & 8
1. should be A8 & < =
How much do you believe Chickasaw people are willing to work and get in-
volved in building a better tribe?
16. This is how it is now: 1 2 3 4 5
17. This 1s how it used to be: 1 2 3 4 5
18, This is how it should be: 1 4 3 by 5
How much have you been active in your community in tri%a atterst
19, This is how it is now: 1 /2 3 4 5
20, This is how it used to be: 1 {2 \3 4 s
21, This is how it should be: 1 N (4 s
How many of your really good friends are Chickasaws? \ A
22, This is how it is now: 1 2 14 5
23, This is how it used to be: : 1 2 14 5
24, This is how it should be: 1 2 'P 5
How much importance do Chickasaws place in having a ttib#l tgaqization and
community that is the center of their life? ! I
25, This is how it fs now: 1 2,13 @B 5
26. This is how it used to be: 1 2 13 |4 5
27. This is how it should be: 1 203 u® 5
How much confidence and trust do Chickasaws have toward lother Chlickasaws?
28. This is how it is now: 1 210 3 1 5
29, This is how it used to be: 1 2M 3 5
30. This is how it should be: 1 2/ 3 4 5
How much do Chickasaws in your community have an organﬁ%a:ion wit
objectives or goals it is trying to accomplish? Is i
31. This is how it is now: i /203 4 5
32, This is how it used to be: 1 82 3 4 5
33. This is how it should be: 1 \2 3 4 5
How much do Chickasaws participate together in activities|in yourlcommunity?
34, This is how it is now: 1 23 4 5
35. This is how it used to be: 1 23} 3 4} 5
36. This is how it should be: 1 2:°3 4. 5
%8 3
g 2
*The average response was computed by determining the number =

respondents who circled each scale category, multiplied by the numerical
value of that scale, and divided by the total number of respondents to
that particular question,



Percent of Total

158
FIGURE 10
Degree of Cohesiveness

*Percent of total respondents answering in each category.

Little Some Quite A A Great A Very

or Bit Deal Great
None Deal

Now 15.6% 31.3% 28.6% 17.0% 7.6%
Used To 36.17% 32.8Z 14.5% 12.12 - 4.7%
Should 1.9% 5.47 18.7% 36.5% 37.5%

60
50
2 40 |
& - Used To. /"'T"?',-'-—"Should
2
8 30
e
3
& 20
10
0
1 2 3 4 5
Little Some Quite A A Great A VYVery
or Bit Deal Great
None' . N Deal

*Percent was computed by adding the number who circled each scale
category for each of the seven questions, then dividing of the total
number of responses.



159

FIGURE 11

Degree of Tribal Member Cohesiveness

Used To 20
Be

Now

Percent of Total Respondents
N
o

Should 20
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"used to be," and "should be.”" In addition to these graphic presenta-
tions, the t-test, chi-square, and median tests were utilized to test

for significant differences. The results were as follows:

"now" versus "now" versus

"used to be" ‘ "should be"
t score 5.45% 13.51#
Chi-square 112.30% . 455.93%
median test | 11.34% 80.35%

*Differ significantly, p less than ,00l.

Interpretation of the Results for Variable Cohesiveness

Analysis of the data quite clearly indicates that tribal members
peréeive increased cohesiveness now as ccmpare@ to previous years.
Analysis also shows comparatively larger increase of “should be" over
"now," indicating that tribal members perceive they desire to experience

an even larger increase in cohesiveness.

Satisfaction

In attempting to assess the degree to which the tribe is meet-
ing the needs of the tribal members, five questions were asked.
Responses were used to answer the questions "What changes have occurred
in the satisfaction of tribal members with the tribe?" and "What
changes do tribal members feel should occur in the degree of satisfac-
tion of tribal members with the tribe?"

Figure 12 presents the average response of the answers to
each of the five quéstions. Figures 13 and 14 consider the answers to

the five questions as a composite and develop a percentage response for
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FIGURE 12
Degree of Satisfaction
®Average Response For Fach Question

-
[ ]
. &
I now 2 w & &8
-l ] @
M m a e
! . used to be ° s w ©
() o B
' ghould be T og 8 & 3
' 3 g & < <
All in all, how much is the tribe helping you tc be more happy?
37. This is how it is now: -1 2 3 & 5
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*The average response was computed by determining the number of a
respondents who circled each scale category, multiplied by the numerical
value of that scale, and divided by the total number of respondents to
that particular question.
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FIGURE 13

Degree of Satisfaction

*Percent of total respondents answering in each category.
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*Percent was computed by adding the number who circled each scale
category for each of the five questions, then dividing bY the total
number of responses. C
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FIGURE 14

Degree of Member Satisfaction
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each scale category for each of the three catégories "now," "used to
be," and "“should be." Further analysis of the difference between "now"
and "used to be" and the difference between "now" and "shculd be" were
conducted using the t-test, chi-square and median test. The results

of these tests follow:

- "ow'" versus "now" versus

"used to be" "should be"
t score 7.17% ' 12.36%
chi-square 128.45% 323.25%
" median test ‘ 25,52+ 79.22¢

*Differ significantly, p less than .001.

Interpretation of Results for Variable Satisfaction

Analysis of the data quite clearly ;hows that tribal members
perceive a'greater sense of satisfaction with the tribe now than they
used to. The interpretation of the results for the "should be" answers
is more difficult. For example, it is difficult to assess whether the
respondent means, when he circles a "should be ﬁore satisfied" category,
that he desires to be more satisfied (i.e., meeting his needs) or ﬁhat
he should be more satisfied Qith the tribe (i.e., he should appreciate
it more), Aé a result, use_of a composite score to answer the question
"Do tribal members desire a greater satisfaction from the tribe" is not
logical. The single question, "All in all,'how ﬁuch is the tribe help-
ing you to be more happy?" probably serves aé the best indicator of
members' perceptions of their expectations of the tribe to satisfy their
needs. Accordingly, the answers to that question would indicate that
tribal members do desire a greater satisfaction from the tribe than they

are currently experiencing.



165
Conflict

The next variable to be.assessed is that of conflict, which
addresses itself to the degree of conflict, disagreement, and dissension
that exists in the tribe. Two questions were contained in the instrument
that provided a basis for analyzing this variable.

.1) " Are disagreements within the tribe handled openly and worked
out rather than being avoided, denied, or suppressed?

2) How much disagreement and conflict is there within the
éhickasaw tribe? |
Since the questions do not lend themselves to analysis together, they
have been analyzed separately.

The first question concerns itself with how disagreements are

handled within the tribe. The mean responses to this question were as

follows:
This is how it is now 2.13
This is how it used to be 1.94
This is how it should be 4.00

The answers to this question seem to follow the pattern of other vari-
~ables analyzed thus far. Tribal members seem to feel now that disagree-
ments are somewhat handled openly and worked out, that disagreements
were treated less openly in years past, and that they desire that there
be a substantial increase in the way disagreements are handled within the
tribe.

The second question concerns itself with the amount of conflict
and disagreement within the Chickasaw tribe. It was placed into the

questionnaire to answer the research question set forth at the beginning
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of this chapter. The mean responses for this question were as follows:

This is how it is now 2.59
.This is how it used to be 2.56
This is how it should be 1.81

The percentages of total respondents answering in each category are pre-
sented in Figures 15 and 16.

The degree of conflict within the tribe-is perceived practicaliy
the same as it was five to six years ago and is seen as being between
"some™ and "quite a bit." The ideal state shows that Chickasaws desire
less conflict and disagreement within the tribe, a response that should
have been expected.

Further analysis of the differences between the amount of
conflict was accomplished utilizing the t-test and the chi-square test.
The results are reported below: ° |

"now" versus "used to be"

t score * .193
chi-square L 7.21

Results are not significant.

Interpretation of Results for Variable Conflict

Analysis of the data indicates that tribal members feel that
disagreements are somewhat handled openly and worked out, to a greater
extent than in the past. Members indicate they desire a substantial
increase in the way disagreements are handled. Furthermore, the degree
of conflict within the tribe has not changed significantly now as compared
to years past, and is perceived as being in the "some" to "quite a bit"

range.
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FIGURE 15

Degree of Conflict
Percentage Response

“’arckPercent of total respondents answering in each category.
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*Percent was computed by taking the number who answered the one
question "How much conflict and disagreement is there within the
Chickasaw tribe?", and dividing the number circling the scale choice
by the total number responding to that question.
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.FIGURE 16
Degree of Conflict
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The lack of change in conflict can be explained in several

ways. Perhaps there did exist an equal amount of conflict as in years
past, or perhaps since the survey instrument was administered after the
tribal election for Governor, respondents were experiencing the euphoric
feelings often félt after a battle is over, which might result in their
perceiving less conflict. The possibility also exists that increased
participation within the tribe has caused less conflict (Argyris, 1955).
Or perhaps conflict has remained at the same level as before because of
a more Opén treatment of disagreements (as shown in respondents' answers
to the other conflict question). The possibility also exists that there

was a reluctance to report conflict within the tribe to the researcher.

Assessment of the Effect of Self-Determination

It was stated earlier that the survey results would give an
indication as to the extent of the implementation of self-determination
philosophy at the tribal level. It was stated that if active members
perceive a significant increase in decentralizatiom, participatien,
cohesiveness, and satisfaction it would be safe to conclude that the self-
determination policy has had some success in being implemented. The
findings do in fact support suéh a conclusion. It should be noﬁed,
however, that in general "should be'" responses indicate there is sub-

stantial distance to travel to reach the desired state as perceived by

tribal members.

Summary and. Conclusion

The findings and interpretation of the results of the survey

study are summarized as follows:
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1) Survey research questions--Decentralization:

a. What changes do tribal members feel have occurred in the
distribution of influence of various groups and people associated with
the tribe?

L. What changes do members feel should occur in the distribu-
tion of influence of various grcups and people associated with the tribe?

Findings: In analyzing distribution of influence, it wés found
that members perceive that the influence is distributed in a traditional
autocratic, or oligarchic model in which higher echeions of the organi-
zation have more influence than those at the community level of thke organi-
zation. The change in influence from years past to present time is
depicted by a curve with a similar slope (i.e., the same oligarchic
model), but one which has shifted upward, indicating total influence
has inéreased, or that, in general, each of the various groups has
more influence tham it previously had. However, the respondents view
the lower echelons as having experienced a greater percentage of increase
in influence than have the higher echelons. Since this study has
defined decentralization as the degree of relative distribution of
influence with respect to matters involving the tribe and its members
among various groups and people associated with the fribe, the findings
may be interpreted as giving some support to the notion that there is a
greater degree of decentralization at the time of this study than there
was in years past.

Respondents view the ideal state of distribution of influence
as one in which the influence curve is shifted substantially more to
he right, where the total influence is increased, and where the lower

level echelons in the tribe have almost an equal influence with
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higher echelons.
2) Survey research questions-~Participation

a. What changes have_occurred in the degree of participation of
tribal members in tribal decisions?" |

b. What changes do tribal members feel should occur in the
degree of participation of tribal members in tribal decisions?

Findings: 1In analyzing the variable "participation," it was
found that tribal members perceive that they now participate in the
range of "some" to "quite a bit" as compared to previoué participation
more in the range of "little or nonme" to "some." Tribal members per-
reive they have more to say about what goes on in the tribe than they
previously did.

‘Tribal members indicate théy desire participation in the range
of "quite a bit"” to "a great deal." They seem to be indicating they
would like much more to say about what goes on in the tribe.

3) Survey research questions--Cohesiveness:

a. What changes have occurred in the degree of cohesiveness
of tribal members?

b. What changes do tribal members feel should occur in the
degree of cohesiveness of tribal members?

Findings: 1In analyzing the variable "cohesiveness," it was
found that tribal members perceilve tribal members to be involved with
the tribe and its members in the range around "quite a bit." This com-
pared to the perception in years past of being involved in the range
around "some." Tribal members perceive they would like this involvement

with the tribe and its members to center around "a great deal" of
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involvement. In summary, tribal members perceive they are more cohesive
now than they used to be and would like to be even more close-knit.
4) Survey research questions--Satisfaction:

a. What changes have occurred in the satisfaction of tribal
members with the tribe?

b. What changes do tribai members feel should occur in the
degree of satisfaction of tribal members with the tribe?

Findings: In analyzing the variable "satisfaction," it appears
that respondents perceived that tribal members satisfactions seemed to
range around the "quite a bit" extent of satisfaction. This perception
of "now" compares to the perception that in years past Chickasaws were
only "some" satisfied with their tribe. Respondents indicated‘they
desire an extent of satisfaction in the "a great deal" to "a very great
deal" range.

4) Survey rescarch question—-Conflict:.

a. Do tribal members sense that there is more conflict and
dissension within the tribe than theré formerly was?

Findings: 1In analyzing the degree of conflict within the tribe,
it was found that respondents perceive that there is between "some" and
"quite a bit" of conflict, which is about the saﬁe degree of conflict
that existed in years past.

In assessing the effect of self~determination at the tribal
level, it seems safe to conclude, based on the findings reported above,
that the philosophy of self-determination has been implemented with some

success at the tribal level.



CHAPTER V
CONCLUSIONS

This chapter presents the conclusions of the research. The
chapter is organized into a discussion of the research project, the
research findings, the researcher's’comments and speculations, _.he
researcher's observation of the research process, the contribution of

the research, and the implications for future research.

The Research Project

This research has investigated Indian efforts at self-determi-
nation from an organization and management perspective. The objectives
set forth for the study have been as follows:

1) To gain insight and understanding, from an organization and
management perspective, as to the current state of Indian
affairs from a broad, overall viewpoint.

2) To gain insight and understanding, from an organization and
management perspectivé, as to the current nature and state of
a specific tribe as it works toward self~determination.

3) To derive information and understanding as to the extent and
direction of changes that have occurred and perceptions of
what should occur within the tribe.

The research objectives were achieved through implementation of

173
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a research plan involving three phases and reported as the preparatory
study, the exploratory study, and the survey study. The preparatory
study focused upon the history of Indian policy, on the relévant
literature in the organization and management field employed in examin-
ing tribal organization, and on the artempts to implement self-
determination policy within Indian tribes. The explératory study
investigated the efforfs of the Chickasaw tribe as it works toward
self-determination. Based on the researcher's observations, interviews,
discussions, and checking of secondary sources, findings were presented
relating the Chickasaw tribal organization to the functions of manage-
ment, as well as discussing the concepts of decentralization, partici-
pation, cohesiveness, satisfaction, conflict, and organization change.

The survey study expanded upon the findings of.the first two
studies by utilizing instrumented research to solicit active tribal
members' perceptions of research questions measuring organizational
variables decentralization, participation, cohesiveness, satisfacticn,
and conflict. A measure of change and desired change was developed by
asking members to respond to a statement as to their view of the tribal

organization in categories 'now," "used to be," and "should be."

Research Findings

This research substantiates that, in general, Indian people
are involved in a process of change that has far-reaching ramifications
for their future, individually and collectively. The entire philosophy
of self-determination is a philosophy which encourages Indian people
to become involved in matters which affect them. It encourages rather

than discourages, the formation of ctrong tribal communities. It has
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been accompanied by increased resources, in terms of funding and
assistance, which have led to tribal programs and enterprises much
more extensive than in the past. It has also been a policy which has
ramifications from an organization and management perspective. The
policy itself is a policy of decentralization and participation. It is
a policy which brings abbut changes in the tribe. And it is a policy
which has caused tribal organizations to be more concerned with devel-
oping an organization which will be effective in meeting the goals of
the tribe., 1In short, the findings confirm that "things are happening"
with the Chickasaw tribe and Indian people.

It is easy to conclude that "things are happening" in the
Chickasaw tribe. The tribe is actively pursuing meeting its goals.
Both the exploratory and the survey study support that change has
occufred-within the tfibe. Members seem to be more involved with
tribal activities and members seem to feel they have more to say about
tribal matters, and to have a greater satisfaction with the tribe than
they did in years past. They also would like to be more involved, more
satisfied, and have more influence regarding tribal matters. There
is evidence that there is some conflict within the tribe, probably
due to changes that have occurred within the tribe, including the
election versus appointment‘;f the Governor, the relative newness and
rapid growth of the tribal organizaﬁion, and the entire process of
trying to implement self-determination, all occurring in a fairly
unpredictable and changing environment, heavily influenced by the
complexities of the federal government. Conflict was not shown to have

increased as compared to former years.
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From an organization and management viewpoint, the Chickasaws
geem to be doing the sort of things that are necessary for the tribe to
be effective in accomplishing its goals. They have a formal strategic
plan and are using it. They have devised a structure which provides them
a formal basis for relating the various tasks and members of the tribe.
And they seem to have strong, qualified leaders who are trying to pro-
vidé direction for the tribe yet still provide opportunities for partici-

pation and involvement for tribal members.

The Relation of the Organization and Management Literature

This study has attempted to integrate efforts at Indian self-
dgetermination and the literature associated with the field of organiza-
tions and management. Much df this effort has occurred by application
of the literature to the Chickasaw and Indian state of affairs as a
means for gaining insight anZ understanding of that state of affairs.
The primary areas from the organization and management literature that
have been utilized have been that of decentralizatiom, participation,
cohesiveness, satisfaction, conflict, and organization change. Some
concluding remarks in regard to the literature and the research find-
ings will be made in the paragraphs which follow.

It appears evident that a certain degree of decentralization
has occurred from higher echelecns (the federal govermment) to the
tribal level. The development of the tribal organization and program
illustrate this decentralization as do tribal member perceptions of the
distribution of influence. The issue of the amount of review and con-~
trol, on which several authors (Yates, 1976; Castile, 1974; and Van

Willigen, 1977) have commented, an issue which accompanies the
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decentralization process and one which has an effect on the effective~
ness of the decentralization program, is an issue which, as would be
expected from the literature, was found to be present within the
Chickasaw tribe. For example, there was evidence that the federal
government had promoted self-determination, encouraged tribes to estab-
lish programs and, although decentralized, still maintain tendencies
toward centralization by withholding resources'or by overcontrolling
with extensive rules and regulations.

The work of Tannenbaum (1968), used extensively in the research,
has implications which were helpful in gaining insight and understanding
of the state of the Chickasaw tribal organization. Tanneabaum (1969:
309) discusses various possibilities of distribution of influence in
organizations, including the "fixed pie" concept, where an increase in
lower echelon members' influencé must necessarily mean é decrease in
higher echelon members' amount. Disputing this "fixed pie" approach, he
points out that "data from a variety of organizations cupport the conten-
tion that organizations with influential leadeés and members are likely
to be more effective than organizations with less influential members
and/or leaders." Tannenbaum believes the total amount of influence in
the organization is an important explanation of organizaticnal function-
ing. As was shown in the survey study, total influence in the tribe has
incréased and members perceive they have more influence. Although per-
haps not at the "ideal" state of influence distribution and amount of
total influence, the tribe appears to be moving toward a state in which
effectiveness can increase.

As supported in the literature (Argyris, 1955), participation
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has, perhaps, resulted in a number of advantages. There has been
increased satisfaction and increased cohesiveness within the Chickasaw
tribe. Although the researcher expected to find increased conflict due
to changes and power struggles, the fact that no significant increase in
conflict was reported might be explained by the increased participation
that has occurred. There was alsq support, as presented in the discus-
sion of community councils, of Lammer's (1967) research that aliowing
participation over matters in which the participants have no control may
be as damaging as allowing no participation at all.

Likert's concept of effective organization as characterized by
supportive relations, mutual respect, confidence, and trust is helpful
in drawing conclusions about the Chickasaw tribal organization (Likert,
1961, 1968). Whereas the Chickasaw organization possesses many of these
characteristics, there seems to be one key area where méintaining these
characteristics is difficult. That key area involves the eleétion pro-
cess of the Governor. As was pointed out in the study, the election
process tends to generate confiict which could be and probably is con-
structive for the organization. Howéver, after the election is over,
the losers tend to have little power in the organization, are branded as

' and must operate ocutside the existing organizational system.

“enemies,'
There appears tc be no way of unifying the tribe toward a common goal
after the election is complete. The plan to elect Advisory Council mem-
bers that is proposed in the new constitution will probably serve as a
means for management of conflict; however, the tribe could lose the

benefit of qualified council members whb may not want to go through the

election process or who may not be elected.
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In regard to organizational change, the research seems to sup-
port the Katz and Kahn (1966:448) suggestions, discussed in Chapter II of
this repcrt, that changed inputs from the enviromment, rather than changes
in intermal strain, are the most critical facters in significant modifica-
tion of organizations. The self-determination policy and its implementa-
tion, originating outside the Chickasaw tribe, has been the major scurce
for change within the tribe.. Thare is also evidence that Greinmer's
(1972) discussion of organizaticmal growth is supported by the research.
Greiner, discussed in Chapter II of this report, sees organizations as
passing through phases of growth interrupted by periods of turmoil.
Applying his model to the Chickasaw tribal organization, it appeared the
tribe is in the "Growth thrcugh Direction" to "Growth through Delegation"
phase, the next crisis then being the crisis of "Control;" In applying
Chandler's concept of change in organizations (Wren, 1972:99), it was
concluded that the Chickasaws are into phase two (rati?nalization of the
use of resources), having passed through a phase of initial expansion
and accumulation of resources. Also in regard to organization change
was a review of the literature regarding organization development. It
was concluded that the Chickasaw tribe has not established a formal

organization development program.

Researcher Conclusions

Overali conclusions to the research project can perhaps best be
summarized by a series of concluding statements, as foliows:

1) Indian self~determination, the most recent federal policy
regarding Indians, is in the process of being implemented and has poten=-

tially far-reaching implications for Indian people, and it is resulting



180
in change.

2) The self-determination philosophy can be related to and
studied using the concepts of decentralizatiom, participation, cohesive-
ness, satisfaction, conflict, and change.

3) ‘he Chickasaw tribe has established an active organization
which is pursuing tribal goals. The organization is in its young,
expansionary stage of growth. It is operating in a relatively volatile
environment made complex primarily because of the complexity of the
federal government.

4) The Chickasaws have been eflective in obtaining and devel-
oping resources available to the tribe.

5) There is evideace that influence has increased at the
tribal level as compared to the past. The tribe is now making more
decisions about how to utilize resources available to them. Active
tribal members perceive that those at higher echelons in the tribe and
higher echelons outside the tribe have substantially more influence in
matters involving the tribe in the member's community, although they
perceive this influence has shifted downward in recent years. Tribal
members indicate they would prefer this shift in distribution of influ-
ence to continue downward. Tribal members also perceive that total
influence within the t?ibe has increased.

6) Active tribal members perceive that they now, in comparison
with years past, have more to say about what goes on in the tribe. They
perceive the tribe is more cohesive, and they are deriving more satis-
faction from the tribe. These members would prefer a much higher
degree of particip;tion, satisfaction, and cohesiveness than they now

perceive.
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7) Aciive tribal members perceive the degree of conflict
within the tribe is in the range of "some" to "quite a bit," which is
about the same range perceived in past years.
8) The philosophy of self-determination, which promotes
increased participation of Indian people in matters that affect them
and encourages rather than discourages forming tribal community, appears

to have been implemented to some degree at the tribal level.

:.2searcher Comments and Sprculation

It would be remiss for the researcher, having spent the time
and effort involved in this research project, to fail to make comments
as to alternate courses of action for those involved with self-determi-
nation. For the Chickasaw tribe, the researcher feels action should be
continued in the direction they are going. As reported in the study,
the Chickasaws have been effective in obtaining and taking advantage
of resources available to them. The real test of effectiveness the
Chickasaws must face is whether they can make these resources work for
them. Can the various projects and programs they have developed, which
are still in their early stages of development, mature into lasting,
rewarding projects? Will the trailer manufacturing business be estab-
lished as a going concern? Will the construction business be success-
ful? Judging by the high failure rate of new businesses nationwide, it
seems unlikely that everything the Chickasaws do will be successful.
The Chickasaws must realize that in their situation it is important
that every effort be expended to achieve success and survival. It is
entirely possible that the day will come when resources, in terms of

federal funding, are not easily obtainable, and Chickas. - effectiveness
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from that point on will depend largely upon the degree of self-
sufficiency they have been able to generate to that point. Additionally,
the self-determination concept is’ evidently not fully accepted as the
"best way" by all parties. Thece ure those who feel Indians cannot do
it, or who see self-determination as a threat to their job or their
power. As a result, the researcher feels the real test of the Chicka-
saw tribal organization lies ahead of it.

An issue which the Chickasaws may need to resolve is the issue
of pafticipation. The community council concept ;s an excellent idea for
promoting participation, yet it appears there has been some frustration
experienced by council members in not being able to establish objectives
for the councils or to exercise authority in getting things done. At
the present time tribal programs are centralized at the tribal level.

It is possible to decentralize more within the tribe, by, for example,
delegating authority for administering certain programs to the community
level. The community health program currently has community health
representatives assigned to geographical éreas, reporting to a supervisor
at the tribal level. Decentralization and resulting increased partici-
pation would occur if the health program, and the representative, were
assigned to the community, say to the community council, for administra-
tive coordination. For medical or technical matters, the representative
could report functionally to the tribal program. Another example of a
way of decentralization within the tribe is a plan in which economic
enterprises are developed as part of a community project, part of the
profits going to t@e community level of the Chickasaw tribe and part to

the entire tribe. Restructuring of this nature would provide more
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opportunity for participation at the communityllevel, which would
probably result in ilucreased satisfsction, and cohesiveness. There
are disadvantages of such a restructuring, and further investigation
would be necessary before the researcher would be willing to recommend
such a move, but these are the type of philosophical and practical
igsues the Chickasaws must deal with as they strengthen their tribal
processes.

Related to the above issue is the argument expressed by some
that a centralized tribal structure in the hands of a few strong leaders
will be more effective in leading the tribe than would a decentralized,
participative, democratic system. The researcher cannot provide evi-
dence to disprove such belief, but there is evidence (Tannenbaum, 1968,
for example) that it need not be an either/or situation. Tannenbaum,
for example, believes a highly effective state occurs when there is high
influence at the higher levels as well as at the lower levels. A
participative management system does not mean necessarily that the
leadership is weak, or ﬁas given up power. The researcher would urge
the Chickasaws to continue in the tradition of strong leadership at
the higher levels of the tribe, and to continue to develop other leaders
within the tribe. But the researcher would also argue that a participa-~
tive organizational model has much to offer in terms of strengtheniug
the tribe, particularly in view of the research which shows tribal members
desire more participation.

The researchér would also urge the Chickasaws to develop a
means whereby the contributions of all Chickasaws can bevutilized for

the good of the tribe. As has been pointed out, there is a tendency for
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those who lose the election for governor to become less involved with
the tribe, or to become involved outside the tribal structure. It seems
the tribe, as a result, is losing the benefit of Chickasaws with leader-
ship ability who could contribute to tribal effectiveness.

Related to this issue is that of whether or not to elect
advisory council members and establish a legislative responsibility
separate from the tribal governor. Although election of council members
would serve to increase democracy and increase participation of all
segments and factions of the tribe, it could also result in the loss of
some highly qualified who may not get elected or who may not desire to
go through the election process.

It was noted in the report that the Chickasaws.do not ha?e a
formal organization development plan as sﬁch, although they are doing
many of the things that could be done in an organization development
program, especially in terms of training. However, the Chickasaws could
probabiy benefit as well from other aspects of typical 0.D. programs
that invqlve goal setting, individual and organizational analysis and
feedbaék, and a systematic effort toward planned change.

The primary determining factor in &eciding which development
programs to implement often is that the federal government has suggested
such a program and is making funds available for the tribe if they will
apply for and gain approval for the grant. Although the tribe has
certainly benefited from such training, perhaps it is now time for a
development program to emerge "from within,” rather than from various
federal agencies who suggest training programs which may, for example,

overlap with one another, may not be applicable to the tribal needs,
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but which the tribe may feel the need to utilize because of the "use it
or lose it" syndrome often assoclated with government programs and
budgeting. A program developed "from within" would be based upen tribal
objectives, needs, and plans for the future. It might be developed to
" reach beyond the tribal organization office administrative staff to other

Chickasaw tribal members such as various community council members.

Researcher Observations—~-The Research Process

In performing a major research project the researcher must
certainly gain knowledge about the process of performing research. This
section is devcted to the researcher's observations regarding the
research aspects of this project.

Although field research and participant observation may be con-
sidered a part of the "soft" sciences, the process of trying to be sci-
entific is "hard." This research had a broad rather than a narrow focus,
with an exploratory design. Tﬁe researcher often had thoughts that the
research would have been much easier to accomplish had the research
focused only on one small part of the organization, established hypotheses
and a more rigid use of the scientific method than was possible with the
research design used. That is not to say broad, exploratory studies are
meaningless; on the contrary, the researcher believes research of this
nature is not only meaningful, but is an essential part of the scientific
mefhod. The researcher does believe, however, that such research is
difficult, and the researcher must be wary of losing the focus of his
research and his patience, and he must recognize that his need for
structure and closure may be unsatisfied for long periods of time during

the process of the observation period.
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The dilemma of whether the participant observer should inter-
vene in the operation of the organization has been discussed in the
literature. 1In this research, the researcher had determined in advance
that he would not intervene in the organizational procésses. This policy
was adhered to for the most part during the research, the researcher
of fering suggestions only after it was clear to him that failure to
glve his views would be considered rude. This policy was established
for several reasons; first, the research project was the researcher's
idea, not the Chickasaws, and the researcher wanted to be especially
careful to avoid the “here comes another whitelman with all the answers
to rescue us" image. Secondly, the policy seemed in line with the spirit
of self-determination. And thirdly, the possibility exists that the
researcher had little to offer anyway. | |

One area of difficulty the researcher experienced stemmed from
the fact that he is non-Indian:and_has had little background with Indian
people. As a result, much of the research time was directed toward
learning how the system in which Indians are involved operates and
discovering the sort of problems and issues that are important to Indian
people. Although there are advantages, in terms of the researcher having
fewer ﬁiases and pre-observation conclusions, it still seems to this
researcher that the ideal researcher for research of this nature would
be an Indian with organization and management academic training, whose
;tarting point could be substantially ahead of where this researcher had
to start, Of course this researcher now can start substantially ahead of
where he started with this study as well. But the point that needs to be

made, in terms of research with organizations, is that the research
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effectiveness may depend to some extent on the fesearcher's familiarity |
with the organization'under study as well as the training and ability
of the researcher. Spending time observing various aspects sf a tribe
is no substitute for being raised within the tribe. And it would seem
that 3 case researcher of any ofganization is limited in really develop-
ing an understanding of that organization unless he has been an integral
part éf it for a period of time. |

There are areas in this research which could have been improved.
For example, the instrument utilized could be shortened by eliminating
or consolidating some questions without losing the ability to measure the
key variables. The questions regarding the "should be" part of the
satisfaction variable need to be changed or perhaps eliminated. As
was discussed in the findings, one cannot diétinguish whether "should be
satisfie&"‘means tribal members should be more satisfied with what they
have, or whether they perceive the tribe should be such that they could
be more satisfied. The researcher wishes he had been able to gather
data from more Chickasaws who attended the Chickasaw annual meeting.
Since a captive audience was not accessible to the researcher, the
researcher wishes he had obtained some young Chickaséw tribal members
to solicit Chickasaws to complete the survey, with the researcher
remaining nearby to assist. The completiqn number would more than likely

have been substantially higher than five.

Contributions of tﬁé Research

The results of this research project have implications of both
a practical nature and a theoretical nature. From a practical stand-

point, the research should provide information that is helpful to those
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involved in Indian matters. From a theoretical standpoint, the
reséﬁrch has implications for those students and teacheré involved
with the study of organiéations and management.

From the practical standpoint, this research provides informa-
tion as to the implementation of Indian self-determination. It shows,
for example, that the Chickasaw tribe is making progress in working
toward self-determination and that those aspects-of organizations that
appear to be impoftant to the philosophy of self-determination, namely
decentralization, participation, cohesiveness, and satisfaction, appear
to be changing in the direction that is desired in the self-determination
process.

For the Chickasaw tribe the research provides information which
can be utilized in an organizational improvement program. It provides
vsome philosophical issues, which can be debated, discussed, and perhaps
resolved. Such issues might be whether tribal programs should be decen-
tralized to the community level, whether a participative organization
design will be the most effective for the tribe, whether efforts should
be taken to decrease some of the factionalism within the tribe, or
whether advisory council members should be elected or appointed. The
research also provides a basis for further research, such as a longitudi-
nal study with the Chickasaws, or a comparative study with other tribes.

For those federal agencies who are involved with Indiarn affairs,
the research should be useful. It gives some indication of the degree
of implementation of self-determination at the tribal level. The
research also points to issues which the federal agencies must continue

to address, such as the issue of review and control. The possible
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application of organizational development programs to tribes may be an
area of interest to federal agencies. Perhaps BIA employees, especially
Indian employees, could be trained to serve as active change agents within
a tribe.

.From a theoretical standpoint, this research should provide a
contribution to those who study organizations and management of organi-
zations. First, whereas much organization and management research is
conducted with organizations of a business nature, this research is
conducted with a special type of organization (an Indian tribe), which
adds to the knowledge and understanding of stiil another organization,
Secondly, while the ultimate goal of research in organizations may be
to provide better explanations and predicti&ns so that organizations
can be more effective, most scholafs who study organizations profess
that the science has a way to go before these ultimate goals are
achieved. This research, by exploring and describing certain key
aspects of organizational functioning, has contributed to the initial
steps of exploration and discovery which must be taken in the scientific
profess before the final stages of explanation and prediction can be
achieved.

For those students of participation this study should be of
interest because of its investigation of a decentralizing, participative
philosophy. For those who study change in organization the study should
be of interest because it provides increased knowledge as to the phenome-
non of change in organizations. The study presents a discussion of
. both pragmatic and philosophical issues that the Chickasaws have faced

in dealing with the change to self-determination.
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Those researchers who have expanded upon the work of Tannenbaum
should find this study.useful because it also utilizes Tannenbaum's
work. And this research should be of interest to those concerned with
the history of organizations and organizational evolution for it focuses

on an organization at a critical point in its existence.

Implications for Future Research

The process of research tends to generate ideas and possibilities
for future researctk:. .It would seem that good research raises as many
questions as it answers. Indeed, one of the objectives of exploratory
research is to establish a base from which to conduct further research.
At this time it is appropriate to report on some of the implications
for future research that have arisen out of this project.

The continuing development and ch;nges of the Chickasaw Tribal
_Organization, its successes and its failures, its trials and tribula-
tions, and its survival or disappearance areAsubjects worthy of continued
study.

A second research possibility is that of conducting a similar
research study with a different tribe, utilizing the results of this
study as a framework and a basis for comparison, taking into accounts
the limitations of this study.

A third possibility for future research could be based upon
Tannenbaum's work in studying control (1968, 1958) in other organiza-
tions. For example, the results of this study could be compared to
Tannenbaum's work with other organizations, particularly voluntary

organizations such as unions and the League of Women Voters. Or the

more extended analysis of an organization, such as was done by Tannenbaum
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with various aspects of the League of Women Voters, could serve as a
basis for more detailed analysis of the Chickasaw Tribal Organization.

A fourth research possibility includes analyzing the data that
was gathered in the research instrument but not used in this study.

For example, comparisons could be made between groups' responses to the
various statements. Additionally, demographic data could be utilized to
ascertain a more complete understanding of members' perceptions. For
example, do younger members have different perceptions than older
members or do fullblood Chickasaws have different perceptions than
mixed bloods?

A fifth area for future research involves consolidating the
research and conceptual writings of various disciplines that have
studied the development of groups of people. The researcher found in
the literature review that tﬁere are a wide range of areas being étudied
by various disciplines that seem to have a common thread. For example,
in this study, some of the work accomplished by Yates, Yin, and Lucas
involving urban development has been presented and utilized for the
study 6f Indi;n developnent through self-determination. Although many
of the problem; facing urban areas are different from the problems
facing Indian tribes, many of the problems are similar, and it should
at least be investigated to see if what has worked for urban communities
might work for Indian tribes, and to see if what has worked for Indian
tribes might work for urban centers. Other areas of research that
should be brought into this consolidation effort are that involving
developing nationsg minority group devéIOpment, experiences in communes

(the Kibbutz) and studies of self-management. There should likewise be
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a consolidation of the work of the various disciplines that have an
iﬁterest in these areas. The researcher found for this study applicable
writings and research by, for example, anthrcpologists, social workers,
community developers, urban specilalists, politicai sciéntists, sociologists,
economists, and historians, published generally in their discipline

journals.

Conclusions

This research project has studied the organization and efforts
of Indian people as they have embarked upon the path toward self-determi~
nation. The study has focused on general aspects of the effort as well
as on the efforts of a specific tribe. The study has utilized various
aspects of field research including participant observation and survey
research techniques. Tﬂé study has ;ttempted to relate some of the
aspects of the Indian effort‘with the body of knowledge associated with
the study of organizations and management. The study has focused on
change that has occurred and has attempted to assess the impact of self-
determinatibn at the tribal level.

It is hoped that the results of this report are not taken as
a criticism of Indian efforts or the Cﬁickasaw tribe. Indeed the
researcher was quite impressed with the efforts that he discovered in
process. It is hoped the report can be of some value to Indian people

as they strive to meet the goals of éelf-determination.
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Appendix I

Instructions
Questions can be answered by drawing a circle around the number that
fits your thinking most .clearly.
Please answer all questions in order.

The value of this survey depends upon your being straight-forward in
answering the questions. Your answers are confidential,

For most questions you are asked "This is how It is now", "This is
how it ussd to be", and "This is how it should be".

"Now" - means how you see things at the present time.

"Used to be" - means how you think things were about six years ago,
say around 1969, 1970,

~ "Should" - means how you would like things to be.

CIRCLE THE NUMBER WHICH BEST DESCRIBES HOW YOU SEE THINGS.

©
® 8
: ——
2 2 3
5 @ 8 &
2 o 5 T
¥ g X & 2
3 » & < <
Example: How much do you enjoy ice cream?
1. This is how it is now: i 2 (3) 4
2. This is how it used to be: | 2 3 @ 5
3. This is how it should be: I (@ 3 a4 5
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A Very Great Deal

A Great Deal

Little or none
Quite a Bit

$

If the tribe is making a decision that affects some people in the tribe,
how much do those people have to say about what the decision should be?

I. This is how it is now: | 2 3 4 5

2. This is how it used to be: | 2 3 4 5

3. This is how it should be: _ I 2 3 4 5
How much do Chickasaw people have fto say about what overall tribal goals
will be?

4, This is how it is now: I 2 3 4 5

5. This is how it used to be: | 2 3 4 5

6. This is how it should be: | 2 3 4 5
In general, how much influence do you have about what goes on in your
community involving the tribe and its members?

7. This is how it is now: : | 2 3 4 5

8. This is how it used to be: . 2 3 4 5

9. This is how it should be: ! 2 3 4 5
How much interest do the tribal organization and leadership have about the

Ideas and suggestions they get from Chickasaws?

10. This is how it is now: | 2 3 4 5
I1. This is how it used to be: | 2 3 4 5
12, This is how it should be: | 2 3 4 5
How much information do you get about what is going on in the tribe?
13, This is how it is now: | 2 3 4 5
14, This is how it used to be: ! 2 3 4 5
15, This is how it should be: ! 2 3 4 5
How much do you believe Chickasaw people are willing to work and get in-
volved in building a better tribe?
16, This is how it is now: | 2 3 4 5
I7. This is how it used to be: | 2 3 4 5
I8, This is how it shouid be: | 2 3 4 5
How much have you been active in your community in tribal matters?
19. This is how it is now: ‘ | 2 3 4 5
20. This is how it used to be: ! 2 3 4 5
21, This is how it should be: | 2 3 4 5
How many of your really good friends are Chickasaws? ,
22, This is how it is now: | 2 3 4 5
23, This is how it used to be: ! 2 3 4 5
24, This is how it should be: I 2 3 4 5

How much importance do Chickasaws place in having a tribal organization and
community that is the center of their |ife?
25, This is how it is now: | 2 3 4
26. This is how it used to be: | 2 3 4
27, This is how it should be: | 2 3 4
How much confidence and trust do Chickasaws have toward other Chickasaws
28. This is how it is now: { 2 4
29, This is how it used to be: I 2 4
30. This is how it should be: 1 2 4

wmutun - U

N W W
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Little or None
Quife a Bit

A Great Deal

A Very Great Deal

[22]

How much do Chickasaws in your community have an organization with
objectives or goals it is tirying 1o accomplish?

3l. This is how it is now: ) ! 2 3 4 5
32. This is how it used to be: I 2 3 4 5
33, This Is how it should be: I 2 3 4 5
How much do Chickasaws participate together in activities in your community?
- 34, This is how it is now: | 2 3 4 5
35, This is how it used to be: | 2 3 4 5
36, This Is how it shouid be: | 2 3 4 5
All in all, how much is the ftribe helping you to be more happy?
37. This is how it is now: | 2 5 5
38. This is how it used to be: 1 - 2 3 4 5
39, This is how it shou!d be: | 2 3 5
All in all, how much has this tribe accomplished compared to other tribes?
40. This is how it is now: | 2 3 4 5
41, This is how it used to be: | 2 3 4 5
42. This is how it should be: | 2 3 4 5
How much does the tribal organization and leadership have a real interest

in the welfare and happiness of Chickasaw people?

43, This is how it is now: | 2 3 4 5

44. This is how it used to be: t 2 3 4 5

45, This is how it should be: | 2 -3 4 5
All in all, how satisfied are Chickasaws with their tribe? :

46, This is how it is now: 1. 2 3 4 5

47. This is how it used to be: . | 2 3 4 5

48. This is how it should be: ! 2 3 4 5

All in all, how much have Chickasaws been able to improve their quality of
living (health, income, necessities of life, education, work, happiness, etc.)?

49, This is how it is now: | 2 3 4 5
50. This is how it used 1o be: { 2 3 4 .5
51. This is how it should be: i 2 3 4 5

* Are disagreements within the tribe handled openly and worked out rather than
being avoided, denied, or suppressed?

52. this is how it is now: | 2 3 4 5
53. This is how it used to be: ] 2 3 4 5
54, This is how it shouid be: | 2 3 4 5
How much disagreement and conflict is there within the Chickasaw fribe?
55. This is how it is now: { 2 3 4 5
56. This is how it used to be: [ 2 .3 4 5
5

57. This is how it should be: | 2 3 4
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IN GENERAL, HOW MUCH SAY OR INFLUENCE DOES EACH OF THE FOLLOWING FEOPLE HAVE
ON WHAT GOES ON [N YOUR COMMUNITY INVOLVING THE TRIBE AND ITS MEMBERS?

3
S
=]
-
_ =
g -
[ o= (Y9
o o
: 3
2 + o B
L ) 8 p
3] o - o
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e o 2 i o
+ E Lond o >
jar S & « <
Chickasaws in vour community:
58, This is how is it now: i 2 3 4 5
59, This is how it used to be: ' | 2 3 4 5
60. This Is how it should be: i 2 3 4 5
Officers of the Community Councils:
6l. This is how it is now: | 2 3 4 5
62, This is how it used to be: | 2 3 4 5
63. This is how it should be: i 2 3 4 5
Chickasaws outside your community:
64, This is how it Is now: | Z 3 4 5
65, This is how it used fo be: | 2 3 4 5
66, This is how it should be: ] 2 3 4 5
Employees of tribal organization:
67. This is how it is now: | 2 3 4 5
68. This is how it used to be: ! 2z 3 4 5
69. This is how it should be: l 2 3 4 5
Supervisors in the fribal organization:
70, This is how it is now: | 2 q 5
71. This is how it used to be: i 2 3 4 5
72, This is how it should be: | 2 4 5

Members of Advisory Council:
73. This is how it is now: l
74, This is how it used to be: |
75. This is how it should be: I
Choctaw/Chickasaw alliance? )
76. This is how it is now: }
77. This is how it used to be: |
78. This is how it should be:s 1
Members of Board, Chickasaw Housing Authority:
79, This is how if is now: |
80. This is how it used to be: |
81. This is how it should be: / |
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Director of the Housing Authority:

82. This is
83. This is
84. This is
Governor:
85, This is
86, This Is
87, This is
Bureau of Indian
88. This is
89. This is
90, - This is
Bureau of Indian
g1, This Is
92, This is
93, This is
Bureau of Indian
94. This is
95, This is
96, This is

how it is now:

how it used to be:

how it should be:

how It Is now:

how 1+ used to be:

hew it should be:

Atfairs in Washington, D.C.:

how it Is now:

how it used to be:

how it should be:
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Affairs in Muskogee:

how I+ is now:

how it used to be:

how it should bz:

Affairs in your {ocal area:

how it Is now:

how it used to be:

how it should be:

Indian Health Services:

97. This is
98. This is
99, This is

how it is now:

how it used to be:

how it should be:

Littte or No Influence

Some

NMRNRN NN

NN N NNN NN NN
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Quite a Bit

WiAN W

(G RV RV \C RV RV

A Great Deal

EoJE - P -

S

H LD Do H b HH N

A Very Great Deal of Influ
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Sex:
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Male
Female

Into what age bracket do you fall?
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23 years or younger
24 to 29
30 to 41
42 to 47
48 to 52
53 to 58
59 or over

|

w much schoofing have you had?

None

Some grade school

Comp leted grade school
Some high schoo!

Comp leted highschool

Some college

Comp ieted college

Some graduate school
- Comp leted graduate school

at quantum of Indian Blood, do you have?

a/4
3/4
1/2
1/4 :
Less than 1/4
Does not apply

at quantum of Chickasaw Blood, do you have?

4/4
3/4
1/2
/4
Less than i/4
Does not apply

hich County do you live in or near?

Grady
McCtlain
Garvin
Pontotoc
Stephens
Jefferson

Murray

Carter

Love

Johnston

Marshal |

Qutside the Chickasaw Nation
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Appendix II

'Summary of Content and Reliability of 16 Indices of
The Survey of Organizations Questionnaire

Internal
‘ ) No. of Consistency
Area-Measure Description Items Reliability
. Coefficient
ORGANIZATIONAL CLIMATE
Human Resources Whether the climate indicates 2 .80
Primacy that people, their talents,
skills, and motivation are
considered to be one of the
organization's most important
assets.
Communication Whether information flows effec- 3 .78
Flow - tively upward, downward, and
laterally in the organization.
Motivational Whether conditions and rela- 3 .80
Climate tionships in the environment are
generally encouraging or dis-
couraging to effective work.
Decision-Making How decisions are made in the 4 .79
Practices organization: whether they
are made effectively, at the
right levels, and based upon
all the available information.
Technological Whether the equiﬁment and 2 .58
Readiness resources are up to date,
efficient, and well main-
tained.
Lowver-level Whether iowest-level super- 2 .20
Influence visors and employees feel they
have influence on what goes
on in their department.
MANAGERTAL LEADERSHIP
Support Behavior toward subordinates 3 .94

that lets them know they are
worthwhile persons doing
useful work.
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plan and coordinate its efforts,
make decisions and sclve prob-
lems, know how to do its job,
share information; is it moti-
vated to meet its objectives,

. is it adaptable, is there

confidence and trust among its
members?

Internal
: No. of Consistency
Area-Measure Description Items Reliability
' Coefficient
Interaction Team building, behavior that 2 .89
Facilitation encourages subordinates to
develop close, cooperative
working relationships .with
one another.
Goal Emphasis, Behavior that stimulates a 2 .85
. contagious enthusiasm for _
doing a good job (not pressure).
Work 4 Behavior that femoves roadblocks 3 .88
Facilitation to doing a good job.
PEER LEADERSHIP
Support Behavior by subordinates toward 3 .87
‘ one another that enhances their
mutuai feeiing of being worth-
while persons doing useful worky>!
Ihteraction Rehavior by subordinates t'oward 3 .90
Facilitation one another that encourages the
development of close, coopera-
tive working relationships.
Goal Emphasis Behavior by subordinates toward - 2 .70
one another that stimulates a
mutually contagious enthusiasm
for doing a good job.
Work Behavior that is mutually help- 3 .89
Facilitation ful; helping each other remove
roadblocks to doing a good job.
GROUP PROCESS How the group functions; does it 7 .94
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. Internal
No. of Consistency
Area-Measure Description » " Items Reliability
' Coefficient

SATISFACTION Whether employees are satisfied 7 .87

with economic and related rewards,
adequacy of their jmmediate super~
visor, effectiveness of the
organization, compatibility with
fellow employees, present and
future progress within the
organization, and their job as

a whole,

Bowers, 1973:29.



