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AN ABSTRACT
THE ReD CROSS DISASTEhr ReLIAF ADVISCRY COMMITTEE:

A STUDY OF AN ADMINISTRATIVE DEVICE OF A BUREAUCIATIC ORGANIZATION

by M, JOSEPH SMUCKER

Concern for the maintainance of viability results in various
mechanisms empleyed by an organization to gain legitimation for its
exist_ence in its secial enviromment, This thesis presents a particular
case study of one device used by a bureaucratically structured
voluntary organizatien., This device, an ad hoc group knewn as the
Disaster Relief Advisory Committee, is termally intended to perform
certain functiens in aiding the American Natienal Red Cross in its
disaster relief operations, Five officially stated goals are ostensibly
intended to be achieved by the coomittee, These goals are designed to
achieve instrumental, expressive, and evaluative functiens for the Red
Cross, This study contains four major concerns: (1) factors which
account. for the creation of this type of administrative device; (2)
the extent teo which the committee achieved its formally stated geals;
(3) the behaviar of erganizational personnel in view of the purposes
of the committee; and (L) the major unstated but intended functions
of the committee,

Research was carried out during Ked Cross relief operations
in three areas in Flerida, Data was collected trom, (1) interviews
with each of the three disaster area operatiens directors; (2)
interviews with case workers and casework supervisers in each ef the
three areas; and (3) interview with each of the committee members.
These interviews were designed to elicit informatien regarding the



comnittee and its functiens and the orientatiens of the interviewees
toward the committee, Besides this informatien, data regarding class
occupancy and community involvement eof cemmittee members was gathered.
Alse, ebservations were made of cemmittee meetings. Observed was the
manner in which mectings were conducted and the pattern of invelvement
of both committee members and Iinld staff personnel, Because the
research was carried en during the final stages ef Red Cress activity,
committee meetings not observed were reconstructed from infermatien
elicited by the area unctors. Observatiens ef the social patterns
in the three areas were also carried out., These observatiens were
based upon (1) efficial sources of information. (2) published statistical

information, (3) interviews with cemmittee members, (L) interviews
with Red Cress workers and (5) informatien frem informal sources,

An interpretatien of the findings reveals that effective means of
achieving integration in the local community are especially crucial
fer a national veluntary organizatien. It is shown that the Red Cross
is ferced to depend upon locgl support fer its existence while conforming
to the demands of the larger society. The Disaster Relief Advisory
Coamittee represents a means to effect this end, Hewever, of the five
stated functiens ef the committee, all were only minimally achieved.
Three. facters appear to influence the degree ef achievement of the
instrumental functiens: (1) the size and complexity of the lecal
cammunity; (2) the availability of efficial sources of information;
and (3) the professienal experience and orientation of the Red Cross
steff,

Facters contributing teo the lack of achievement of the expressive

goals are found te be (1) lack ef motivatien of committee members and



(2) socisl distance of committee members from comrmunity sectcrs

affected by Red Cross eperations. Factors contributing te the lew level
of achievement of the evaluative functions are found to be based upon (1)
criteria used in the selection of committee members; (2) the limited
training and ability cf committee members; and (3) effective means of
contral emplayed by the Red Cross.

Because the stated functions were only minimally achieved, the
significance of the committee is found te lie in its intenced but
unstated functiens, It is posited that these functions are (1) to
coopt neutral or potentially hostile envirommental elements into the
policy-deciding body of the hed Cross in an effort teo change or mitigate
their petential threat; and (2) a means to defend the administrative
body against envirommental attacks at both the lecal and extra-local

levels,



THE RED CROSS DISASTER RELIEF ADVISORY COMMITTEE:
A STUDY OF AN ADMINISTRATIVE DEVICE OF A BUREAUCRATIC

ORGANIZATION.

by

M. Joseph Smucker

A THESIS

Submitted to the College of Science and Arts

of Michigan State University ef Agriculture

and Applied Science in partial fulfillment
of the requirements for the degree of

MASTER OF ARTS

Department of Socielogy and Anthropolegy

1961



< /ﬁ ti."/f.'

./ I )

Z)22 [

ACKNOWLEDGEMENTS

To Dr, Frank C, Nall, II , I extend my sincere thanks for his
guidance in both the field work and the writing of this study,
Gratitude is also extended to Dr, Charles R. Hoffer for hié encouragement
in undertaking this project and to Dr. Charles P. Loomis for his
understanding and encouragement during the course of the stﬁdy. To many
fellow graduate students my thanks are offered for their suggestions and
cotnsel, |

I also wish to thank the many persons of the American National
Red Cross who were associated with the relief operations in Florida
during the period of research, Without their kind cooperation, this
study would have been impossible., To the members of the Disester Relief
Advisory Committees I owe my thanks for their cooperation and for their
friendly hospitality. .

Thanks are due to Bruce Morrison for his assistance; particularly in
keeping "the coffee pot going“. To Mary Rogers goes the last word of

appreciation for her patience and encouragement in getting "it" completed.



TABLE OF CONTENTS

CHAPTER I = INTRODUCTION ¢ ¢ o o o o o

The Preblem « « ¢ ¢ ¢ ¢ ¢ ¢ ¢ o o

General Perspectives of the Preblem

Bureaucracye ¢ o o ¢ o ¢ o o

Organizatien ¢ ¢« ¢ ¢ ¢ o o o

L

L]

Integratien of the Natienal Red Cross

e &6 & o o o o

Organizatien

Att.ha!hmnity.lmal...............

mept‘hm.r.lnt‘g‘ti‘n-oooooooooo

Means of Integratien Other than the
A&umcmtu‘oooooooooooooo

The Disaster Relief Ad'i"ry Committee, . ¢« « o« o &«

Selection of the Committee , . ¢« ¢ ¢ ¢ ¢ ¢ ¢ »

Fermally Intended Function ef the Advisery

Committee, . . ¢« ¢« ¢ ¢ ¢ o o
Restatement ef the Freblem ,
Heﬂlmu. e 0o 0o 0 ¢ o o o

The Disaster. ¢« o ¢ ¢ ¢ o o o o «

Descriptien ef the Area Studied .

Area I, Faort Myers, Lee County

Area I1, Upper. Keys Area . .
Area II1, Lewer Keys Area, .

Slm..-..oooooooo

[ ]

CHAPTER 11 - THE AMERICAN NATTONAL RED CORSS ¢ o o o o o

In&ﬁwthm_.............‘......

Develepmental Phases of the American

Nati‘n&LBﬁd,Crcsa‘..-.............

ii1

.16

16

.18
«20
«20

23
.25
.26
.29
.30
«30
.32
233
o35

39

39

0



Phase 1 (18&1“905)0 * o

Phase 11 (1%5'1918) o o

Phase III (1918-19L5). .

Phase IV (1945-Present).

®

Present Structure of the American

[ ]

*

Natienal Red Cress.

Operatienal Geals of Disaster Relief Activity. .
SUMATY ¢ ¢ ¢ ¢ ¢ ¢ 6 0o 6 6 0606 06 06 0606 060000 00

CHAPTER III - THE ACCOMPLISHMENT BY THE ADVISORY COMMITTLE

CF THE FIRST FOUR PRESCRIBED OPERATIONAL GOALS

Intreductien

Selectien of Cemmittee Members and Cempesitien
of the Committees . . « ¢« ¢ ¢ ¢ ¢ ¢ ¢ ¢ o ¢ o &

Area I . ¢« o ¢ ¢ ¢ ¢ ¢ ¢ 060 06 06 0 00

AreaII‘........‘...Q..

Area III e © o ¢ 06 0 06 06 06 0 060 0 0 o

The Levels of Achievement ef the First Feur
Functions ¢ ¢ ¢ ¢ ¢ o

Prescribed Cemmittee
Functien One , .
Functien Twe . .
Functien Three .
Functien Feur., .

SURMBrY « ¢ ¢ ¢ ¢ o o

CHAPTER IV - THE EXTENT TO WHICH THE DISASTEr RELIEF ADVISORY
COMMITTEE ACHIEVED THE FIFTH PRLSCRIBED

e ¢ o o o

L]

[ 4

L]

L 4

® O & o o o & & 0 © © O o o oo o o O O o o

Lo
L2
U6
L9
.52
58
62

o&-‘
6L

-6l
o65
o712
o7k

.75
75
.80
.82
.82
86

OPERATIONAL

GOAL. e o o L ] e e o o o e e @ o o o [ o L] ¢ o L] e o 90

Intreduction........................90

iv



The Process ef Accomodation of the Committee inte
the Red Cross Urganizational Structur®, « ¢ ¢ « ¢ « o o

Descriptien of the Committee Meetings o« o« « ¢ ¢ o ¢ &
Ared I ¢ o o« ¢ ¢ 06 o ¢ ¢ ¢ 6 0 ¢ 00 060606 0 oo
Are@ ITe o o o ¢ ¢ ¢ o 0o ¢ 0 6 ¢ o 06 0606 060 000
Area III o o ¢ o o o ¢ o ¢ o o 6 6 066 06 0 060 o

Perceptien of the Committee Members Regarding
Function Five . ¢ ¢ ¢ ¢ ¢ ¢ ¢ ¢ o e ¢ 0 06 ¢ 6 ¢ ¢ ¢ o o

Evalu atien of the Advisory Committee by Red Cross
Administration Personnel, ¢« o« « ¢« ¢ ¢ ¢ o ¢ o ¢ o o o o

Summary ® 0 0 0 0 0 @ ¢ o 0 0 0 o v e e 0 0 0 0 e o 0 o

CHAPTeH V = UNSTATLD FUNCTICONS OF THe LISASTEXR ReLIzF
Al;v ImR! CQMTTILE [ ] [ [ ] L ] [ ] [ L J L [ ] L ] L ] L] L L ] *
Intreduction. @ © o ¢ ¢ 06 6 0 ¢ o o o 0 @ 0 06 0 06 0 o 0

Factors Accounting for the Low Level of Achieverent
ot the Lisaster Relief Advisory Committee o o ¢ ¢ o o

Attitudes of Red Cross Disaster Service Personnel
Toward the Inclusion ot the Disaster Relief Advisory
Committee in Operational Procedures . « « o o o o ¢ o «

Factors Acccunting for the Letense of the Disaster
tteliet Advisory Committee by Disaster Service rersonnel

Principal Latent runctions of the Disaster ielief
Adviscry Committee. o o ¢ ¢ o ¢ ¢ @« ¢ ¢ o ¢ ¢ ¢ ¢ ¢ ¢ »

Summary © 6 © 6 © 6 6 6 6 0 0 o+ o o ¢ 0 e 0 06 0 0 0 o o

CHAPTER VI = CONCLUSIONS 4 o o ¢ o o o o © ¢ o ¢ o o ¢ o & o
Implications of the St“dy ® 06 © o 6 06 0 ¢ 3 o 0 o o o o
The R-O].Q 01‘ sentment. ® o e o o L ] L] [ ] [ ]

Manifest and Latent functionsS. « o o« o oo o o o o

Cooptation,. @ 6 ¢ o o o 0 0 & 6 ® 0 0 0 o o o o o

N
.93
«93

.98
101

106

108

112

116

116

11y

134
118
138
140

145



BIBLIWMY o L] L] . L] L] L] . . °
quI CES L] L L] L] . L . L] Ld . .
A.PPENDIX A - Tables e o o o s o

APPENDIX B —- Interview Schedules

vi

149
15k
155
160



LIST OF FIGURES

FIGURE I. Organizatien of the American Natienal Red Cross. .

HGUREII.m‘OTgM‘nCMQ;Qoooooooooc

FIGURE III. Local Chapter Organizational Chart « « + ¢ « o &

FIGURE IV. Organization of Disaster Relief Field Operations.

FIGURE V. Paradigm of Merton's Definition. « « « « « &
FIGURE VI. Paradigm of Gouldner's D2finitien . « « . &
FIGURE VII, Paradigm of Officially Stated Goals., . . .

FIGURE VIII. Paradigm of Geals Not Officially Stated .

vii

«1L0
o1h1
o143



LIST OF TABLES

TABLE I. Occupatien of Committee Members, « « ¢ ¢ ¢ ¢ ¢ ¢ ¢ ¢ o o 67
TABLE TI. Sex Compesition o o o o o o o o o o o o o o o o o o o o 68
melu.mmnnmmi.n...;...............68
TABLE IV, Length of Resjdence in the Community, . « ¢« ¢« o o« « o o 68

TABLEV.EducationalLeﬂl..............-.....69

TABLE VI, Community Organization Representation on the
Comnittee- . . . o L] ® o [ ] [ ] L ° . [ [ ] . [ 4 L] L] L 3 L] L] o o 69

TABLE VII. Social Class Occupancy of Committee Members., . « . . « 70
TABLE VIII, Association of Cemmittee Members with the Red Cress . 71

- TABLE IX, Extent to which Committee Members were Consulted
b}'RedCr“BCasmrkerﬁo R EEEEEEEEEE 076

TABLE X, Activities of Cermittee Members with Respect to
Interpreting Red Creas Activities te the Lecal
cmmwoooooooooooo00000000000083

TABLE XI, Estimates of Cemmunity Knewledge ef Membership on
the Disaster Relief Advisory Committee. « ¢« « o « « o« « 85

TABLE XII, Tabulation of Cases Handled by the Red Cross
Disaa‘berFieldUnitl..............-..100

TABLE X111, Conmittee Members Lvaluatien of the Effectiveness
of the Committee in Advising the Red Cress in
the Granting of Case Awards . ¢ ¢« o« ¢ ¢ ¢ ¢ ¢ o ¢« o o106

TABLE XIV, Committee Members' Attitude Teward the Red
CroasOrganization..................127

viii



CHAPTER I
INTRGDUCTION

This study deals with several aspects of the process by which
a large-scale netional organization attempts to solve problems arising
from the nature and multiplicity of its goals and from its relations
with the larger society. The organization which was the principle
object of investigation was the American National Red Cross. The
research was undertaken as one of the initial steps in developing a
series of studies of the internal structire of the Red Cross and its
relations with, and impact upon American society, It is hoped that
this general research interest will eventually include studies of
other large-scale voluntary associations, few of which have been
subjected to searching sociological description and analysis,

The Anerican Red Cross is a highly complex formal organization
encompassing more than thirteen thousand full-time employees and two
million volunteer workers. The volunteer workers are organized into
approximstely 3,700 local chapters, plus numerous emergency disaster
committees distributed throughout the United States, At the national
level the organization exhibits an elaborate bureaucratic structure,
while at the local level it comprehends thousands of units which
are neither bureaucratically structured internally nor thoroughly
subject to the bureaucratic regime of the national organization.

In this respect the American Neticnal Red Cross exhibits great
structural similarity with various other national voluntary associations,
although it is by far the largest in terms of the mmber of participants.
It has been observed, moreover, that the structure of the American Red

Cross has served as a prototype from which numerous other voluntary



2
associstions in the health and welfare field have attempted to model

themselves, 1

The Problem

The general problem of this study is to describe and analyze the
process by which a large-scale, bureaucratically structured national
organization attempts to integrate its operations at the local community
level, It is in effect, a study of an organizational device for achieving
a systemic linkage between the organization and the local community
social systems in which it carries on certain kinds of operations. The
study, however, does not attempt to explore the whole range of
mechanisms, techniques, and structures through which the American
National Red Cross seeks to integrate its operations at the local
community level, for such an undertaking would be beyond the scope
of any single empirical study. The focus selected for the study of this
problem is a relatively narrow one, but one which, hopefully, will cast
considerable light on the complex and not infrequently contradictory
actions which emerge in the process of integrating the operations of a
large-scale organization at the local level.

The immediate focus of the study is an administrative device called
the Disaster Relief Advisory Committee. This committee, an ad hoc group
selected from among the citisenry of localities stricken by disaster, is
a creation of the American National Red Cross. The formal regulations
of the organigation require that such committees be established in all
areas where the national organization under-takes relief and rehabili-

tation operations. These committees are formally intended to perform

lcarter, Richard, The Gentle Legions, (Garden City, N.Y.; Doubleday
and Co., Inc., 1961) p. 37.




several recognized functions related to the integration of Red Cross
disaster relief operations at the local community level, This study
attempts to evaln‘ate the extent to which three such committees
performed the functions for which they were ostensibly created. While
an accurate assessment of the extent to which an administrative device
achieves its purpose is of legitimate and important concern to the
sociology of organizational administration, an equally central concern .
here is with the explication of the factors which account for (1) the
creation of this type of administrative device, (2) the behavior of

the organizational personnel in view of the purposes of the committees,
and (3) the latent functions of these camittees for organisational
personnel, the committee members themselves and the organization as a
whole, In order to explicate the factors which account for the observed
data the study will explore various features of the social system of

the American National Red Cross, the localities in which the relief
operations were carried on, and the structure of the situations involving
interaction between Red Cross personnel and the Disaster Relief Advisory
Committees,

General Perspectives of the Problem

Since the American National Red Cross is constituted as a large-
-scale complex, bureaucratically structured organigation and the
explication of its attempts to integrate its operations at th.e local
community level derive in large measure from its structural features,
it is appropriate at this point to review some of the salient features of
bureaucracy, large-scale organisations, and organizational relationships
with certain aspects of community enviromments, We shall discuss first
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some observations pertaining to bureaucracy, followed by certain
considerations regarding large-scale organizations--particularly
organizational goals and goal-setting, and finally consideration of

some features of American communities.

Bureaucracy
For Weber, one of the peculiar and unique characteristics of the

integration of the social order of modern Western civilization was the
wide-spread and progressive sub'titufion of rational-legal standards for
traditional standards and charismatic leadership, Weber's amlysis of
economic institutions focused, in part, on explicating how the principles
of bureaucracy allow to a high degree the integration of rationality
into a system of social action which is goal directed. The main elements
in his conception of bureaucracy are as follows: (1) The regular
activities required for the purposes of an organisation are distributed
in a fixed way as official duties; (2) The organization of offices
follows the principle of hierarchy--that is each lower office is under
the control and supervision of a higher one; (3) Operations are governed
by a consistent system of abstract rules and consist of the application
of these rules to particular cases; (L) The ideal official conducts his
office in a spirit of formalistic impersonality, without hatred or
passion and hence, without affection or enthusiasm; (5) Beployment in
the bureaucratic organisation is based on technical qualifications and
is protected against arbitrary dismissal, Employment constitutes a
career, and there is a system of pramotions acording to seniority, or
achievement, or both, Weber further noted that as a social organization,

bureaucracy appears to be the most efficient form, as viewed from a



purely technical s‘l’.andpo:l.nt.‘l :

No small smount of confusion has resulted from the frequent
failure to lay adequate emphasis on the distinction between the notion
of "bureaucracy” and that of the more generic term "orgmnization®., The
confusion results partly from Weber's mammer of treating the analysis
of 'buroauu'atic organisations and constitutes an error of misplaced
concretness, The significance of the notion of bureaucracy, as formulated
by Weber, is that it denotes certain principles of social organization
which, when operative in a social system, result in a relatively higher
probability of achieving certain system-relevant conditions than do
other given principles of social organization. Subsequént to Weber's
analysis and isolation of the elements of bureaucracy the term has
tended to take on a concreteness and served as a synonym for the complex
organisation or association. Organizations, particularly large-scale,
complex ones have come to be viewed as bureaucracies not only in the
parlance of an un-analytically oriented general public, but also in the

discourse of many aocial,sciontists.z

1B'.um, Peter M,, Buresucracy in Modern Society, (New York: Random
House, 1956) pp. 28-31.

2‘l'ho almost automatic assumption by many social scientists that
large organizations are in fact bureaucracies may be a result ot the
influence of Michels' "iron law of oligarchy”. Michels maintained that
in the development of any organization there comes to be an almost
automatic centralization of power which results in absolute rule by a
minority, thus leading to a bureaucratic structure, Michels, Robert,
Political Parties (Glencoe: The Free Press, 19.9) See especially p. 11.

A1though Selznick does not subscribe to this extreme position, he
does posit that there are tendencies for organizations, once extant, to
develop a bureaucratic structure., See Selsnick, Philip, "An Approach to
a Theory of Bureaucracy”, ASR, 1943, vol. 8, p. uU7.

Bendix however, states that “the power of any organized minority
is circumscribed by the internal and external setting of the organisation
which it seeks to control". "Bureaucracy; The Problem and It's Setting”,
ASR vol. 12, no. 15, 1947, pe L95

Lipset's study of the International Typographical Union presumably
provides empirical proot -against the position of Michels, British Journal
of Socj»OIOy, vol, 3’ 19520 PPe h?"b3o
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The principal criticism we wish to raise here is that the notion
of buresucracy as elaborated by Weber is not intended to apply to the
full range of social behaviours, cultural artifacts, and social

relations which arise in the context of peoples' associations in

organizations, but refers only to a Rarticu}ar form of social organisation.
Studies of bureaucratically structured orgsanisations subsequent to
Weber's analyses have tended to assume that his statements were meant
to be essentially exhaustive ot the social -relational and cultural
features of organizations in which bureaucratic regimes are institution-
alized, Thus, a number of criticisms of Weber's position with respect
to bureaucracy have emerged, especially in quite recent years, Blau
observes that Weber's ideal-type model fails to take note of possible
dysfunctions which may occur in bureaucratically structured organizations
if all of Weber‘'s elements are rigidly :l.na‘t.:ltnt.:l.coml:i.aecl.1 Merton states
that there must be a certain amount of leeway between organization
demands and the allowance of informal group characteristics, else
overconformity to §uremxcrat1¢ prescriptions become dylfunctioml.z
Along the same vein, Gouldner asserts that Weber over-emphasised the role
of impersonality as a necessary outgrowth of bureaucratization, He
cites empirical evidence based on a study of an industriai complex to
refute this, Gouldner turther notes that Weber failed to see that there

are irrational forces which may be necessary for the maintenance of a

1Blau, op cit, p. 33, See also pages 3L-36 for a lucid treatmemt of the
ramifications of Weber's ideal comstruct of a bureaucracy.

ZHerton, Robert K,, Social Theory and Sccial Structure, (Glencos
I11, The Free Press, 1957) pp. 197-205,
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bureaucratically structured organiut..’mn.‘| The position implied by
Weber that the bureaucratic organisation is like a self-perpetuating
machine which will continue to operate in essentially the same way even
in the face of a changing enviromment is presumably refuted by Burin's
study of the forceful changes worked on existing organizations by
Naziim.z

It becomes clear that the notion of bureaucracy does not account for
the total cultural and social structural features of any empirically
extant organization. A wealth of empirical studies have indicated the
extent to which primary groups and organizational culture, e,g. value
standards, arise in the context of bureaucratically structured
organiszations and not infrequently in clear conflict with the bureaucratic
order of the organmtion.3 Nor does the notion of bureaucracy posit the
theoretically possible subjective arientations which participants in
organizations may come to hold as a result of being involved in a

1Gou1dmr, Alvin W,, "Organizational Analysis”, in Merton, Broom and
Cottrell, Sociology Today, (New York:Basic Books, 1959) pp. L00-L28
v

2Buz':Ln, Fredric S.,, “Bureaucracy and National Socialism: A
Reconsideration of Weberian Theory", in Merton, Robert K., et al, Reader
in Bureaucracy, (Glencoe, Ill.: The Free Press, 1952) p. L3.

3 See for example, Turner, Ralph H., "The Navy Disbursing Officer as
a Bureaucrat”, in Merton, et al, Reader in Bureaucracy, (Glencoe: The
Free Press, 1952) pp. 372-379.

Barnard was perhaps the first to point out the existence of informal
groups in bureaucratic organizations, See The Functions of the Executive.
(Cambridge: Harvard Univ, Press, 1954) p. 173,

Roethlisberger and Dickson have provided the classic empirical
study of the importance of informal relationships in a work group.
Management and the Worker, (Cambridge: Harvard Univ, Press, 1541).

ee also Page, Charles Hunt, "Bureaucracy's Other Face", Social
Forces, Vol. 25, (15u.6) pp. 88-9L.
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bureaucratic regime, Merton, especially, has drawn attention to some of
the theoretically possible and empirically evident orientations which
participants in organizations may take on, He has further proposed a
theoretical framework in which to interpret different types of deviant
orientations .1

In Weber's view, bureaucracy constituted a highly efficient
organizing principal applicable to the achievement of organizational
ends, When fully instututionalized in a system of social action,
bureaucracy created the conditions internal to an organization which
permit the fullest integration of rationality into the processes of
goal achievement. He viewed bureaucratic organisational features as
bringing into systems of social action the highest degree of precision,
stability, discipline, and re].:hbi.lit::r.2

Bureaucracy, then, refers to an abstract system of organizational
principles, More specifically, the term refers to principles related
to the attaimment of a high degree of integration of rationality in a

1
Merton, op cit. Social The and Social Structure, p. 140-157,
Although the listed “"modes of adaptation” apply specifically to the
economic activity associated with the larger American society, Merton
makes clear that his typology can be extended to any situation
invoaring culturally given goals snd institutionalised means of attainment.
p. 184,

See also Whyte, William H,, Jr., The ?'Esmization Man, (Garden City:
Doubleday and Company, Inc., 1957) pp. 69-85.

2"Exper1ence tends universally to show that the purely brueaucratic
type of administrative organization--that is, the monocratic variety of
bureaucracy-- is from a pruely technical point of view, capable of
attaining the highest known means of carrying out imperative control
over human beings., It is superior to any other form in precision, in
stability, in the stringency of its discipline and in its reliability.
It thus makes possible a particularly high degree of calculability of
regults for the heads of the organization and for those acting in relation
to it. It is finally superior both in intensive efficiency and in the
scope of its operations, and is formally capable of application to all
kinds of administrative tasks." Weber, Max, "The Fssentials of Bureaucratic
Organization, An Ideal-Type Construction”, in Merton, et al, Reader
in Bureaucracy, op cit., p. 2i.




system of social action and a high degree of imperative control over

the participants in the system. Viewed as a set of principles or a

system of ideas, bureaucracy stands as a cultural artifact. Jundamentally,
it is a system which may be institutionalised in relation to an evidently
vide, if not universal, range of goal oriented system of social actiom,
Tinally, bureaucracy, vhen viewed as an abstract set of organisational

principles, has no substantive endl.l

Qreanisation,
The organisation, in contrast to the principles of bureaucracy,

constitutes a concrete system of ;ocia.l action, Organizations are
empirical entities. They may be complex or simple in terms of the extent
of differentistion and segregation of status-roles contained in their
structure. Departmentalization of function my be non-existent or very
extensive. Power may be articulated through highly authoritarian or
relatively democratic procedures. The totality of the internal system
nay be subject to a bureaucratic regime or important sub-sectors of the
organisation may be largely or completely free from such a regime. The
substantive goals of organisations exhibit almost infinite wvariety.
Here we shall discuss several aspects of organizations which bear upon
the problem of this thesis.

Ends or goals of organizations serve a multitude of purposes. They

offer the scientific observer a basis for differentiating organizations

lcerth, H. H, and MNills, C, Wright, From Max Weber: Xssays in

Sociology, (New York: Galaxy Book, 1958) p. 231.

See also, Gouldner, "Metaphysical Pathos and the Theory of
Bureaucracy” in Etsioni, Amatei, Complex Organisations, (New York: Holt
Rinehart and ¥Winston, Inc., 1961) pp. 71-82,
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into different functional typaa.1 From the point of view of the
general public they serve as foci for comparative evaluation and loom
importantly as criteria for decision-making pertaining to the acceptance
or rejection of organizations' o:mt.p\:u',s.2 Symbolically, they provide an
important base for identification with and development of a sense of
community of endeavor., Their direct significance lies most crucially,
perhaps, in the circumstance that a too low level of achievement threatens
the continued existence of the organization and thereby the association
of the participant with it, On the other hand, the poasibility that
the stated general goals may be achieved and, thus, lead to the demise of
the organization requires that these goals be broad enough to insure
continued organizational existence.

In the analysis of the goals of organizations it is important to
make clear the frame of reference in which statements pertaining to
them are made, It is thus necessary to differentiate between analytical
and factual statements pertaining to organizational goals, At the
factual or substantive level, reference generally pertains to formal
statements of purpose3 (either written or spoken) which are conveyed to
a public by representatives of the given o::'gimiution.h

1Paraona, Talcott, Structure and Process in Modern Society, (Gloncoe,
111, The Free Press, 1960) pp. LL-L7.

2Barnnrd, Chester, The Functions of the Executive, (Cambridge, Mass.:
Harvard Univ, Press, 19517)- Pe

3Bakke, E, Wright, “Coacept of the Soeial Organization®, in
Orgapizatignsl Iheory, Ed. by Mason Haire, (New York; Wiley, 1959 ppo 6-75.
The author lays partiuular emphasis upon the inportance of the organization
charter,

hOr, lacking this degree of formalization, the goals of an
organization are to be found in the common uncerstanding of purpose
shared by participants and non-participants, Under certain circumstances
the goals of an organization are kept secret from the general public and
from participants who have not attained full membership status.
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At the analytic level, statements pertaining to organizational goals
refer to abstract generalizations from specific cases. The analytically
defined goals of orgamiszations seldom are to be found in the
organization's formal means of declaring its goals. The substantive
goals of the totality of organizations in American Society exhibit
almost infinite variety. Those of the American Red Cross will be
discussed in some detail in Chapter II. Regardless, howcyer, of the
substantive goals of an organization one of the most 1lp§rtant goals
from an analytic point of view is the maintenance of the organisation,
per se, While the statement that a major goal of an organization is the
maintenance of its independent integrity--its viability--constitutes an
snalytical proposition which is not necessarily to be found at the
empirical level as a conscious conception of organizational goals, such
conscious conceptions are encountered with some frequency among ‘
organizational participants. The maintenance of the arganiszation as a
viable system is frequently, if not universally, in complex bureaucratic-
-type organizations, a fundamental and consciously held goal, as well as
a recognized responsibility of that sector of the organization referred
to as management, Depending, of course, upon the extent of differentiation
within the ranks of management this snalytic goal will be found either
generally diffused in the conscious conceptions of all participants or
limited to those of "top" management. Situations of orgamnizational
crisis tend to bring this goal into the conscious conceptions of wider
ranges of participants, The present study, while recognizing that the
positing of viability or organizational maintenance per se as an
organisational goal implies the acceptance of a homeostatic model of

organiszational processes, finds this view to be logically necessary
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and of utility in defining the dimensions of the problem,

If we accept the notion of the maintenance of the organization per
se as an organizational goal, we may then conceive of it as a2 long-run
goal, the substantive content of which may change over time and in response
to various circumstances, But, in addition to this long-run goal,
organizational behavior is also oriented to short-run or operational
goals.1 Operational goals differ from long-run eubstantive gosals of an
organization in terms of proximity and degree of specificity. As the
term implies, they serve to structure or orient sub-systems of behavior
within the total sociai system of the organizetion. Their achievenment
is more subject to demonstrable empirical proof sand evalvation owing to
their more restricted_and specific scope. Depending on the complexity
of behaviours requireing coordination, operational goals may or may
not be sub-divided into lesser goals. These lesser goals, then, may be
referred to as sub-operational goals. Clearly, such a process of
sub~division may be carried to very great lengths, including the
subdivision of succeeding steps involved in the completion of individual
tasks, and represents a strain toward the integration of rationality into

such social systems., In analyzing the problem of this thesis we shall
be concerned with both the long-run goals of the maintenance of the
organization per se as well as with the immediate goals involved in a
disaster rehabilitation operation, It is only in the context of the
long-range goals of the organization and those of the disaster operation
that the functional significance of the sub-operational goals of the

Disaster Relief Advisory Committee become apparent.

1erch,. James S, and Simon, Hetbert A,, Organizations, (New York: John
Wiley and Sons, Inc., 1959) pp., 155-158. The authors make a similar
distinction by what they term “non-operational" and "operational" goals,
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Two further aspects of organizational goals need to be discussed

here, First, there is ‘the question of the extent to which organizational
goals may be freely arrived at without reference to the enviromment in

which the organization operates, Second, there is the question of who
in the organization determines the goals which in fact do become set.
With respect to the first question, a considerable amount of theoretical
and empirical work indicates that the substantive goals of large-scale,
complex organizations rarely if ever can be set without reference to |
the value system and other forces extant in their enviroments. Thompson
and McEwen present @ particularly lucid analysis of the interplay betwéen
the organization and it's social enviromment in the structuring of
arganizational goala.1

The degree to which the existence of an organiszation is dependent
upon the integration of its goals with the value system of its
environment is determined by the organigzation's control over the
acquisition of needed resources. (The term "resources"” refers to those
elenents essential for the effective operation of the orgzanisation,
namely, physical facilities, labor, capital, and organizational
structure.z) Although no organizetion can exist without some degree of
amenable environmental conditions, it is possible, following Thompson
and McEwen to plot a continuum of types of organizations based upon the
degree of dependency upon the enviromment. Thus, an example of one polar
type of organization would be the almost completely self-sustained

1Thonq:son, James D., and McEwen, William J., “Organisational Goals
and Enviromment; Goal-setting as an Interaction Process”, ASR, vol. 23,
1958, no, 1’ PPe. 23"3‘

2Parsons, op cit, p. LL-56
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“subversive” political party bent upon altering the existing envirommental
conditions, or, as the authors suggest, the Japanese Zaibatzu, a type
of economic organization controlling almost completely all aspects of
production. An example at the other extreme would be the voluntary
organization which must seek amicable relations with its enviromment
which represents its sole source of support. In regard to the latter
case, Selgnick, in his analysis of a govermment agency demonstrates
how a consciocus effort to minimigze potential threat to the organization's
substantive goals resulted in almost complete modification of these

goa'.\.l.1

The vulnerability of substantive organizational goals is linked to
the dynamic character of the env:lrome.nt. Changes in the enviromment
prompt changes in organizational goals, but the latter are not auvtomatically
modified as a result of envirommental changes. To assume that they are
is to accept a simplistic mechanical model of organiszational dynamics.
The vulnerability of the substantive organizational goals to modification
appears to be based in and dependent upon the extent to which a high
degree of r11.1::!.0:1.&].:!.1’32 is coupled with a conscious recognition of the
long-run analytic goal of viability.

The question of who in the orgadzation determines its goals is of

praticular relevance to an understanding of the data of this study.

'Selanick, Philip, The TVA and the Grass Boots: A Stady of the
Sociology of Formal Orgsnisations, (Berkely: Univ. of C . Press, 1949),

2pollowing Simon, “rationality” is defined as the selection of
preferred behavior alternatives in terms of some system of values
whereby the consequences of behavior can be evaluated. Simon, Herbert A.,
Administrative Behavior, (New York: The Mac Millan Co., 1947) p. 75
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Clearly, in the case of large-scale, bureaucratically structured
organizations not all participating members are equally involved in
decisions pertaining to goal setting. In this general type .of organiz-
ation, decisions of this character constitute policy decisions. The making
of policy decisions is a prerogative reserved exclusively to certain
specific sectors of the arganization--generally top management and the
board of directors. This reservation of policy-making as a prerogative
of management and the "board” is, of course, one of the principal
characteristics of the bureaucratic form of organizational structure.
It permits the integration of high degrees of rationality into the
organisatien, While of unquestionably high efficiency with respect to
this function, the differentiation of policy-making functions from the
activities of the general membership in the orgamization is accompanied
by various liasbilities,

Our concern here is with the problem which the segration of this
function poses with respect to the integration of policy into the
other relevant sectors of the organization. Once promulgated, policy
needs to be disseminated, But the lack of participation in policy-
-making so far as the majority of organizational members is cacerned
tends to produce difficulties with respect to (1) their understanding of
the policy, (2) their commitment to the policy, and (3) their mode of
orientation to the policy.1

1Bakkc, op cit. pp. 68-73. Bakke addresses himself to this
problem in his formulation of the "bonds of organizations” considered
necessary for its contimued existence.
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Integration of the National Red Cross Organization at the
Local Community Level

The Problem of Integration

The wide range of value or ientations existing in American society
produces considerable strain for the American National Red Cross in
attempting to integrate its goals--particularly its operational goals--
with the value orientations of its enviromment. American society is
characterized by diversity and change in values, Value differences,
for eymple are to be found in the existence of complex division of
labor, the proliferation ot specialized institutions, regional variations
and ethnic hetercgeniety., Williams has butlined four principal values
extant in American society. These are: (1) values of gratification, (2)
instrumental interests or means-values, (3) formal universalistic
values of Western tradition, and (i) particularistic, segmental,
or localistic va.].m.es.1

Whereas the typical organization, in maintaining its viability need
concern itself only with the problems of integrating its goals with
the local enviromment in which it is located, large scale voliuntary
organizations, particularly the American National Red Cross must
concern itself with integration in relation to the values of both the
society at large as well as the local community, with its possibilities
of various unique traits, Thus, with regard to the larger society-- the
American Society-- the American Red Cross must adapt itself to an

universalistic value orientation, For example, it must hold itself

"Williams, Robin M., Jr., American Society, (New York:Alfred A,
Knopf, 1956) pp. 372-Ll1
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to strict accountability in regard to donated funds entrusted to it.
Further, the Red Cross must maintain unimpeachable casework standards
consistent with the expectancies of the larger society, The conduct of
the persomnel involved in the organization must be such as to uphold

the values of equality, and non-favoritism. (As will be seen later,

the very nature of the bureaucratic structure of the natienal organization
further reintorces these universalistic value arientations in relation

to the conduct of its personnel,)

On the other hand, particularly with regard to disaster operations,
the Red Cross must integrate its activities at the local level, At this
level, the organization is likely to be faced with a particularistic
value orientation, Integration of goals--both operational and long-range
with the vaiue orientation at this level is of considerable consequence
in the mainenance of the organization. It is at the local community
level that the national organization must depend on donated funds which
support the entire operation of the hked Cross, Further, it is at this
level that volunteers are recruited. Volunteers are of no small consequence
to the national organization, particularly in regard to the maintenance of
a supportive public sentiment.

It is clear that the dilemma involved in attempts to integrate its
activities at the levels of the local community and the larger society,
demands that some means be adapted to reduce the impact of this
source of strain., That the Red Cross is fully cognizant of this dilemma
is apparent by its sppointment of the Disaster Relief Advisory Committee

as a prescribed integral part of its disaster rehabilitation progran.1

1Selznick, Philip, op cit., See pp. 259-206L for a decussion of
“cooptation”,
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The committee then, is viewed as a means oi bridging the gap between the
two different value crientations.’ How the committes is utilised for

this purpose is of direct importance for this study.

Means of Integratien Other than the Advisory Committes

Besides utilizing the cemmittee, other means of integrating
organizational geals are used by the Red Cross organisation. We will
note these means, having direct bearing upon the local community context,
before discussing the ccgnituo.

Upen initial contact in the disaster-stricken area, the field
director and his staff are requirad, by erganisational prescription, te
undertake certaim actions by which an assessment of organisational
reseurce requirements are mds and thmﬁgh which contacts wvith community
businass, prafessienal, and interest groups are established. The
community contacts are intended te serve a two-directienal functien,
First they are intended te previde the Red Cross staff with seurces of
information and aid in the Red Cross erganisation's assessment of need
requirements in the mv. Secondly, these contacts are intended
to provide a means by which the Red Cross organisation and its activities
are interpreted to the community for the purpose of fostering commsunity
support for the organisatien‘s activities and continued existence.

Specifically, the greups which the directer is required to contact
are: (1) Social welfare agencies, (2) financial institutiens "including
the Small Business Administration®, (3) merchants associations, (L)

insurance agencies, (5) farm agencies, “including the Farmers Home

TThis 1s demonstrated by the statememt of an assistant field
director, "The Committee gives a humane, subjective aspect to the cases,
while the Red Cross may tend te treat cases in too much ef a machine-like
manner”,
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Administration”, (6) funeral directors, (7) building and contractors
associations, and (8) “appropriate agencies of lecal, state, md federal
gonmmt".‘

The directer is imstructed in the initial contacts with the above
greups ta intarpret (1) tha a(thority, scope, and objectives of the
Bed Cross disastar reliaf program, (2) the role ef the local Red Crass
chapter in the disaster relief pregrsm, and (3) the relatienship of the
eperational staff te the lecal 9hapt¢r.

The director is further instructed te summarise the past Red Cress
relief activities im the lecal area and to explain the rehabilitation
phase of the operation te these groups. Staff members who accempany
the director ia this procedure are instructed to “interpret the particular
points related to their units of work, arranging procedures for the
exchange of informatien and the referral ef applicants, md establishing
procedures fer staff and applicants to utilisze the apprepriate prefessional
technical, and financial services®.’

In additiem to the above contacts, the director is instructed te
maintain centact with "influential groups” and te seek to gain opportunities
for explaining the "why” and "how" of Red Cross activities, A special
check 18 to be made by the disaster field director, of lecal chapter
relationships with civic, veterans, labor, professiomal, racial, and
religious groups, with achools and churches, and with welfare and social
organisations. The field director is to enlist the support of these
groups and to encourage their "participation" in Red Cress rehabilitation

1

Sec, 2, p. LO, The American Red Cross, Disaster Relief Handbeok,

2Ibid, sec. 2, p. LO.
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activities, as well as in lecal Red. Cross chapter activities,' It is
significant to note that these community contacts are to be made prior
to the selection of the committee and represent prescribed means for

facilitating linkage with the local community.

The Disaster Relief Advisory Committee

Selection of the Committee,

Since the disaster relief advisery cemmittee is farmally intended
to carry out. a mmbar of important functiens in the disaster rehabilitation
eperation, it is particularly sppropriate to gain an understanding of the
selection ef its members end various aspects of its composition, As
formally stated, members of the committee are to be selescted jointly by
the field director of the Red Cress disaster unit and the local Red
Cross chapter chairman, The field director is instructed by argmizational
prescription to acquaint the chapter chairman with "the problems and
functions of the committee and provide him with sufficient information
and guidance to insure the best possible selection of representative
community loadnrahip“.2 The size recommended for the committee is
not less than five, ner mere than fifteen members. The membership is
to include sppropriate represenution from local Red Cross chapter
board with no fewer than two board members on the disaster advisory
committee,

The factors that are to be coﬁsidmd in choosing the members eof the

1l'bid, p. 6, section S,

2Ibi.d, sec. 2, p. U1
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comnittee are outlined by organizational prescription as follows:
*(1) Special skills and knowledge of the community patterns
and practices, and ef the living standards of the affected
families, (2) Representation from the locality of the section in
which the disaster occurred. (3) Representatien from other lecal
welfare agencies having special interest or activities in the
lecality. (L) Representatien from leaders in education, the
professions, bn?inus, labor, and religious and service
organisations®”,
It ia further adviged that the director avoid cheosing members that are
likely to expleit their membership on the committee or whose membership
might be censtrued by the reat of the community as being inconsistent
with the disaster rehabilitatien program, Further, if a cemmittee
member should apply to the organmisation for assistance, his resignation
from the committee is antomatically effected.

That the coomittee members are to be seslected jointly by the
disaster unit field directer and the chairman of the local Red Cross
chapter may be interpreted as a prescription intended to insure at least
two geals: First, that the chapter not be isolated from the disaster
eperation and hence pose a potential source for substantive problems of
rapport and cocperativeness on the part of the local chapter. Secendly,
that the composition of the committes not represent a unilateral
decision on the part of the representatives eof the national erganization
vho are strangers to the camrmnity and hence relatively unknowledgeful
conoerning the potential symbolic significance which éertain persons
placed en the committes might have in the context of lecal values,

The stipulation that the cempasition of the advisory committee include

1:[l:i.:l, sec. 2, p. L2,



22

at least two chapter board members may be taken as yet further indicatien
of insuring that relations between the natiensl erganizatien and the
lecal unit are closely maintained,

In noting the factors that are te be censidered in the selection of
the coomittee members from the lecal community, we may deduce that those
persons chosen to serve on the coomittee on the basis of their knowledge
of "community patterns and practises" and as representative from those
areas stricken by disaster, are so chosen te serve twe functiens, The
most ebvious functien which they are to serve is that ef providing the
Red Cross organization with a source of information regarding those
characteristics of the coammunity and the disaster area which are unique
fer the specific relevent areas. The second and less obvieus functien
which these prascriptions serve is that of the precuationary device by
which the organisation seeks te¢ aveid any potentially hostile reactions
to its rehabiiitaticn program, arising from charges of not carrying en its
pregram within the context of lecal values and local needs.

Cheosing representatives from "other local welfare agencies having
special interest or activities in the lecality” serves the function of
) previding ready access for the Red Cross to prefessional knowledge of
local welfare conditiens. These representatives also provide a means
by which amicable relations with the Red Cress are insured, thus
preventing hostile reactions thet may arise on the basis of disagreement
over role definition and erganizatienal jurisdiction,

By incorporating representatives of education, the professions,
business, laber snd religious and service organizations, the Red Cross
organization thereby has a means by which it may advance its organizational
aims to eateemed members of the local community and thus assure itself

of commnity organizational acceptance and support in terms of beth the
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immediate disaster rehabilitation pregram and the longer range goal of
commnity support fer the organisation per se.

Formally Intended Functiens of the Advisory Committsee.

The formally intended functiens or operational geals of the Disaster

Relief Advisory Committee are prescribed by the natienal organisation of
the American Red Cross as follows: i
(1) Te inform the directer and the apprepriate staff ef
community ecensmic conditions and ether pertinent
community patterns and practices.
(2) Te inform the directer and appropriate staff cencerning
the reactions of the coomunity to Red Cross disaster
relief activities and advise on methods to bring about
better community understanding.
(3) Te assist the director in the solution ef problems

encountered in the community during the course of the
relief operation,

(L) 7o pnnﬁ.nipnuacﬁsoh in interpreting the Red Cress
disaster relief program to individuals and community groups.

(5) Te review facts cencerning individual families te assist
the director and staff to make certain that the kind and
amount ef assistance recommended utilizes all resources
available to the family, represents a sound rehabilitatien
plan, and *a in keeping with community and family standards
of nvina.

It is clear from noting the fermally intended geals of the advisory
committee that it is expected te engage in a considerable range of
activities and to perform what would appear to be some crucial functions
inrelation to the carrying out of a successful disaster relief
operation by the Red Cross field staff,

The five stated purposes listed sbove may be classified inte three

major types of functions which are considered essential for the viability

1Ibid, sec, 2, p. Ll,
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of an organisation, These three major functions are instrumental, expressive
and evaluative,

In regard to the instrumental function, it would appear that the
committee is to provide an important means for aiding in the actual
mundane eperations of the field staff, Thus, it is te aid in facilitating
actual case work development with respect ta helping in tha rehabilitation
of disaster victims, The instrumental functien encompasses the first and
third listed intended functions, This includes providing the Red Cross
field staff with information deemed essential for case work processing,
and ether activities directly associated with the dispensing of
orzanizational resources to disaster victims,.

The second and fourth purposes of the advisery committee stated
above appear te be an attempt to fulfill an expressive function. These
purposes serve as a legitimation device by which the Red Cross operatiens
are made scceptable to the local comwunity. Involved here is the
utilization of the committee as a comsmunications channel by which the
organiszatien seeks te maintain a means for establishing effective
contact with the local cammunity. These two stated purposes are
interdependent, Taking note of thes reactions of the commwunity in regards
to Red Cress cperations, serves to help structure the manmer in which the
Red Cross eperation is te be interpreted to the commmunity,

The fifth stated purpose serves an svaluative function. Involved
here is an effert to insure that Bed Cross cperations adhere te the value
system that exists in the local community. More specifically it is
designed to aid in determining the actual needs of disaster victims
"and to advise on adequate resource allecetions to meet such needs in
the context of the local community.
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It becomes apparent that a mumber of difficulties may be involved
in securing s committee which is en tbe one hand capable of carrying
out at an adequate level the abeve enumerated activities, and on the
ether hand is adequately motivated to do so, In addition to the factors
of membership capacities and motivatien, certain other factars clearly
enter inte the situstien te determine the extent to which a committee
can be expected to achieve the intended goals as organisationally
prescribed,

One factor which we should expect to be of considerable importance
in this regard is that ef the unique charqctorht:lcs invelving sise
and social structure of the local community in which Red Crees relief
operations are being carried out, Likewise we should expect interactional
factors involving relationships among committee members en the one hand,
snd between committee members and the Red Cross staff on the other
hand, te have an important bearing upon the ceamittee's success in
fulfilling its intended .functions.

In regard to the relationship between committee members and the
Red Cross personnel, it would appear that the high degree of professienal
training ef Red Cross persomnel in their role functions of assessing
disaster-csused need and the fact that contacts are to be maintained with
community influentials beyond the confines of the committee, would
minimise the necessity of utilising the committee according teo its
intended functiens,

Restatement of the Problem
The problem which this thesis preposes to analyse consists of
three parts, First, this thesis will analyse the extent to which the
committees studied fulfilled each of the stated functions, The second
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aspect of the problem is to describe and account fer the ebserved
departures from the achievement of the intended purposes. It is here
that we shall have recourse to eaxplere the ramifications of the structure
of the social system of the Red Cross, the communities, and some values
of the larger society which intrude upon the organisational policy.
Finally, we shall explore seme of the more salient unstated functions

of the advisory camittee '

Methodelegy

The research for this study was conducted during October and
November, 19560 in the State of Flerida. Ten dsys were spent in the
Fort Myers area, six days in the Islamerada area, and seven days in
the Marathon area. These three cammunities represented those among
the most severely stricken by Hurricane Donna, They will be referred as
Areas I, II and III respectively,

In each of the three sreas, research activities centered around
interviewing and observation., Interviews were conducted with Red
Cross field directors, casework supervisors, case workers, and
individual committee members. Observatiens were made of committee
meetings, the Red Cross field operatien as a whole, and the general
social characteristics in each area, The research was conducted
during the final stages of the Red Cross relief eperations.

In Area I (Fert Myers), all but one committee member was interviewed
In Area II (Islsmorada) all active members were interviewed (two additional
nmembers never toek part in committee functiens), In Area III (Marathon)
all committee members were interviewed, Committes meetings that were
observed included tao in Area I, one in Area II and two in Area III,
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The cemmittee meetings in each eof the three areas were held on a weekly
basis with between five and seven meetings being held in each area,
Meetings prior to those observed were reconstructed by talks with the
area directors., This reconstruction enabled the researchers to gain

e better cemprehensien of the typicality of patterns observed in the’
meetings actually attended.

The research in each area was conducted in the following manner,
First, each of the field directors were interviewed extensively. The
interview with each director was designed to elicit infermatien on key
points regarding the mode of eperations eof the field Mf, their
conceptions ef the rele of the disaster relief advisory committee and
their orientations toward the comittee. In each instance, interviews
were held on the basis of a "discussion”. Where it seemed apparent that
the director was merely providing perfunctory respenses reflecting a
defensive attitude, probing was utilized in order to determine how
much of this response was actually a result of internalised erganisatienal
norms, and how much was a facade which could be removed in order to
reveal the "true feelings" ef the director. In the act of probing, the
researchers were careful to avoid preducing feelings ef hostility en
the part of the interviewee, Following the interviews with the d;reetor..
the conversations were recorded, Numerous sessiens of this character
were held in each area,

Casework auperviaofs were interviewed in much the same way as the
directors, although considerably more emphasis was placed upon determining
their conceptions of the instrumental utility of the committees in
relatien to the casework process, Caseworkars were individually

interviewed, with special emphasis upen the role shich the committes



28

played in siding the caseworker in the develorment of the case as well
as the caseworker's evaluatien and interpretation of the cemmittee's
intended functions,

Individual camittee members were interviewed in physical locatiens

seperate from that of the Red Cross unit. Generally these took
place in their homes er places ef business. The principal focus in
these interviews was on their evert actiens while on the committee,

the extent of their involvement in the situatien, their feelings toward
the camittee and their feelings toward the Red Cross organisation as

a whole, arising as a result ef their association with it through the
committee, The committee member's conceptions of the purpose of the
committee snd their conceptions eof its effective influence upon case
decisions were also explored,

Observations of camittee meetings focused on 1) the mode of
operatien during the committee meetings, 2) the degree of involvement
in the committee meeting proceedings on the part of committee members,
and 3) the manner in shich the Red Cross staff handled the cases
presented to the comittee for review, Observations also were made
of each Red Cress field unit in terms of its general oriemtatien to the
surrounding enviromment, as well as internal relationships., To this
end, informal interviews were conducted with other staff members
besides those dealing solely with case develomment, These included
"intake" and "disbursement” supervisers and building inspectors.

Information on the general community characteristics was gathered
from committee members, Red Cross caseworkers, chambers of commerce,
lecal welfare workers, and informal contacts in the community at large,
as well as from published atatistical sourcea, A “Warner appreach” of
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assesment was used in these areas and in judging class occupancy of

comnittee -enbu-s.1
The Disaster

Originating south ef Purerta Rica, "Hurricane Donna® struck the
Flerida Keys en September 10, 1960 with winds reaching a velocity
of 135 miles per hour in parts of the area from south ef Marathon in the
Lower Keys to Tavernier in the Upper Keys area, As a result of the
stern, some eighty per cent ef the buildings in Marathon were damaged.
Further, the Keys water main burst and parts of the overseas highway
were destroyed., Early reports declared that some 40,000 people were
evacuated from the area to Red Cross emergency shelters. “Hurricane
Donna" was the worst storm to hit the Keys Area since 1935,

The next day, September 11, the hurricane swung in a north-easterly
direction across the Flmida Peminsula and continued aleng the eastera .
coast of the mation, As a result of the large-scale damage in Florida,

the Red Cross immediately dispatched ninety-five disaster workers to
Florids for its largest hurricane mobilisation effert ever undertaken,

Hardest hit on the Florida peninsula were the coastal city and -

- adjacent areas of Fort Myers and, to a lesser extent, the communities
of Naples, Wauchula, Bartow, Lakeland, Arcadia and Orlando,

Eight persons were killed in Florida as a result of the disaster.
Total destruction was estimated at nearly one billion dollars, Twenty-
seven counties in Florida were declared disaster areas,

General Gruenther, head of the American Red Cross reported to
President Eisenhower that, immediately after the storm, 45,000 persens
were housed and fed by the Red Croas in agency centers in Florida, It

1Warner, Meeker, and rells, Social Class in America, New York:
American Book-Stratford Press, Inc., 19L9) pp. 1-Ll.




30

was further reported that 741 heuses and trailers were completely
destroyed, Further, 12, 323 dwellings were dammaged of which 3,200 were
left uninhabitable.

As previously stated, the location ef the resesarch for this atudy
was in the three arugmtudhdmged.hythe storm. These were;
1) the Fort Myers srea, 2) the Upper Keys area, particularly the
Mmd_:mmnm“,min the Lower Keys area
which incinded the community ef Marathon.

Descriptiens of the Areas Studied

Area I, Fort Myers, Lee County,

Fert Myers, the county seat of Lee county is located on the west
side ef the lewer half of the Florida Peninsula near the mouth of the
Caleesahatche River. The population ef Fort Myers is 23,000, with a
marked increase ef this figure in the winter months, due to the influx
of tourists and winter residents,

The main source of income in this area is from the tourist trade
and related industries, as well as from the sale of resal estate and
some commerdial fishing, Many land and housing develorment projects
exist in Lee County, and there :la;a plethora of trailor courts and
motels,

There are no dngle large industries in the Lee County area, Of a
1list of sixtye-seven industries compiled by the local chamber of commerce,
fifty industries have less than twenty employees, of which forty-two
industries employ leas than ten perscns, Ten imndustries employ
between twenty-ene and forty persons, Three industries employ between
ferty-one and sixty persans.. The nature of the industries is widely
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diversified, The top five industries listed in rank order of frequency
are: construction and related industries, tishing and related industries,
agricultural-related industries, commercial printing establishments,
and boat and marine equipment establishments,

Secially, the dominant power within the community appears to
be centered among a few old established southern families, However,
their position is being threatened by the growing mmber of residents
from northern states, As a result of this influx, some antipathy
ex ists between the long term residents or "Crackers” and the more
recently arrived northern "Yankees", In the main, the focus of this
antipathy 1s upon the traditionally bassd conservatism of the south
versus the so-called liberalizm represcnted by the faction from the
north. Politically it representsa a challenge to the dominance of
the powerful local Democratic Party by northern businessmen and
profeasionals aligned with the Republican Party.

Although the originally economic dominant groups in the area
achieved their position as land owners, new means of achieving wealth
appear to be based mainly upon the professions, construction, real
estate and related industries, It is in these areas of endeavor that
the comparatively short-term residents are successfully challanging the
traditionally based community leadership,

According to informants, the community as a whole has been quite
anti-labor in the past. Only at preseat are labor uniens beginning to
become successfully established, particularly in construction,
electrical, and communications industries. Having representatives of
organized labor on a community representative group, such as was
intended in choosing disaster relief advisory committee members was
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unprecedented in the Fart Myers area,

A high degree of social isolatien exists between Negroes and
Puerto Ricans who live on the southern outskirts of Fort Myers and the
white inhabitants of the eity. The former groups are employed mainly
in construction, in agriculture, and as domestic servants by private
families, These groups wield little er no influence in the community
at large, There was no representation of these groups on the advisory
cormittee, :

Area 11, Upper Keys Area.
Although the jurisdiction of the Red Cross field staff extended

from the Miami suburh ef Cocoammt Crove, south along the Keys to Craig
on Long Key, the main area of Red Cross activity was centered upon the
keys from Key Largo, scuth of Craig. Prior to the impact of the
hurricane, evacuees had been sent te Homestead, 13 miles south to
Cocoamut Grove, The base of Red Cross operatiens under study was
located in Islamorada and also included the community of Tavernier

in the Upper Keys area,

The permanent population of the Upper Keys area is 3,770 according
to the Miasmi office of the census bureau, This figure is more than
doubled during the tourist season which extends from December 1 to
April 1,

The principal means of livelihood in the area includes tourist -
related industries such as motels, trailor courts and deep sea fishing.
Real estate, the building industry, and to a lesser extent, retail
businesses also exist in this area, Some commercial fishing is also
done,

Length of residence in this area determines to a large degree the



33

social status emea occupies, Long-term residents occupy the prestigeful
pesitions in the commnity., Social influence appears to be wielded
principally in descendents of four long-established families., Some

of the original families, known as "Conchs" settled in this area during
and after the Civil War on newly established pineapple plantations,
Main lines of social cleavage appear to be between those who gain a
livelihocd by fiehing as opposed to those gaiaing a livelihood by other
means, with the fisher folk occupying the lowest strata. Leadership

in the area appears to be held by only a few individuals, There is no
Negra settlement as such in the area,

Social interceurse is on an extremely informal and apparently
intimate basis with the more prestigeful individuals taking a somewhat
patronizing attitude toward the rest of the population. Acquaintances
are on a first name basis, and apparently, no one escapes the scrutiny of
his neighbor,

Politically, the area is tightly controlled by a Democratic
Party machine, and although there were expressions of dissatisfaction
by some of the informants, there appeared to be no real threat to
its continued existence, Labor is still unorganized, nor is there
apparently any movement toward this end,

Damage left by the hurricane was considerably more severe im this
area as compared to Area I, During the research period the populace
was concerned with repairing motels, resturants, boats, piers and

other structures before the tourist season was to open.

Area III, Lower Keys Area.

Immediately prior to the impact of the hurricane, Red Cross
headquarters had been set up at Key West and had continued there for
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a brief peried. However, since little of no damage occurred south of
Key Vacas, S4 miles to the north of Key West, the field headquarters was
moved to the community ef Marathon, located en Key Vacas, The total
area of jurisdiction extended from Craig on long Key to Key West., The
main damage and subsequent Red Cross activity was centered on Key Vacas.
Grassy Key and the lower part of Long Key to the north of Key West.

Marathon, with a permanent population of 4,296 is the main center
of social and economic activity im this area. As in the communities in
Area II, the population more than doubles during the tourist season.

The distinctiveness of this area as compared to that of Areasz I
and Area II is the comparative new dnew of the area. Most
of the present stage of developmant of the cemmunity of Marathon is the
result of a resurgence of a land boom bek:lm:l.ng in 1954. Economic
activity is complstely oriented toward the touwrist trade, except for a
comparatively small amount of commercial fishing,

Social status m; to be based upom organizati onal membership
and length of residency in the area, although there are extremesly few
long established families, In this regard, the area appears to bear
all the traits of a typical American suburb but without an orientatien
toward a larger urban area, Prestigeful individuals appear to have
gained their status by affluence and membership in the more exclusive
of the many social erganisatiems that exiat in the area, Seecial
cleavage is further maintained by geographic huti;n, with the more
affluent persens living in select and exclusive areas,

At the bottom of the sacial scale afe the in habitants of *The
Rock”, a Negre ghetto an the "bay side” of the community of Marathon,
Theee persons meke a living as domestic servants,
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construction workers and related occupatiens. Twe Negro employees
of a prominant household were members of the Red Cross advisery committee,
Politically, this area, like the whole Keys area, is daminated by
a Demecratic party machine., Republicans are only nominally represented
in the area, A faction of the local Democratic party, which ie grewing
in strength, appears te pose a considerable threat to the ruling
political clique, As in Area II, there is ne active movememt of laber
uniens in the area, Also there is a typical absence ef lower class
representation in the civic functions in this area,
Evidence ¢f the hurricane's damage was much mere in existence
in this area than in the first two areas, Although most of the damage
done to structures belonging te the more affluent classes was
covered by insurance, comparatively large resource allocations were
required by the Red Cross to meet the needs of those not as fortunately

endewed,

SUMMARY

In this chapter we have sought to clarify the distinction between
the secial erganization and the bureaucracy as a specific form of
social erganisation., We have noted that bureaucracies as such have
ne substantive goals but rather are a means by which an organigation
may more effeciently accerplish its geals, We have peinted out that
although organisatiocns are formed for the achievement of a variety
of goals, the analytic goal ef maintaining the viability of the erganis-
atien appears te gain pnnt.icnhr_-pmm:mc.. Although the concern for the
organization's viability appears to be a result of the perceived necessity te
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accomplish the organisation's substantive geals, as will be shown later,
maintance of the arganization may becoms a primary goal for which
substantive goals are structured.

The prodlem of goal-setting is particularly crucial for the orgmis-
ation if it is to remain extant, Because the aganisation cen exist only
to the degree that it is permitted to do so by its social envirenmnt,
goal-structuring must be constantly altered according to the demands of
the soclaty. On the ethar hand thn ergmisation will use its own means
to gain accaptance of its goals by its enviromment. Hence goal-
structuring is not a passive unconscisus modification of
envirommental demands, but rather is a contimious conscious effort on
the part of policy-makers of the arganization to insure that the
organisation is made acceptable to its enviromment.

To be acceptable to the enviromment requires that the orgmisation
succesafully integrate its activities into the ut_.eml social gystem.
For the Red Cross, successful maintainance of its existence requires
that it successfully intezrate its operations at two levels. At the
natienal level of American Society, the arganisation must adhere to a
unversalistic value orientation in its operational goals. However,
since the organization must rely almost totally upon locally doaimlted
funds and volunteer labor for its very existence, it must successfully
integrate its operatiens at the lecal level, which may be- oriented to
more particularistic values, That the Red Cross is aware of the
complications involved in this bi-level integration is aspparent by the
elaborate organisational prescriptions that gvern its disaster relief
eperations. Included in these prescriptions is the establishment of
a Disaster Relief Advisory Committee, This committee is ostensibly
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appointed to assist the Red Cross field unit in assessing disaster-
-caused need, interpreting the community stgndards to the unit,
Interpreting Red Cross operations to the community, aiding in the
solving of problems that may arise during the course of the relief
eperations and aiding in the decisions affecting awards granted by the
Red Cross to disaster victins.

It is the Disaster Relief Advisory Cemmittes that is the primary
focus of our study,. We will be intarested in the degree to which the
comaittes ahcieved its prescribed goals as well as in explicating
those factors which limited, its achievement, In this regard it was
felt necessary to explain in some detail the characteristics of the
three areas under study in which Hurricane Domna struck.

Becsuse thisstudy is largely exploratery in nature, ne specific
hypotheses were outlined prior to the field research. Instead, general
interests guided the study. These interests were focused upon (1) the
degree to which the committee accomplished its prescribed goals (2)
factors accounting for departures from the achievement of these goals
and (3) important latent functions which the committee served for
Red Cross organization., Toward these interests the field research was
centered upon those elaments of disaster relief activity having direct
bearing upon the :ctivities of the committee in each of the three areas
studied, For a better understanding of the functions of the committee,
we will want to first consider those factors in the history of the
Red Cross which led to the complexity of problems attendant to the
integratien of the organisation to its enviromment. In this regard,
the fellowing chapter will be devoted to tracing the evolvement of
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the Red Cross from a loosely organized voluntary association to a highly
complex, bureaucratically structured organization which is dependent

for its existence upon donated funds,



Chapter 1I

THE AMERICAN NATIONAL RED CROSS

Introduction

In this chapter, we are principally cencerned with an analysis
of the over-all structure ef the American National Red Cross organizatien.
Ve will be mainly interested in (1) how the analytic goal of viability
has been exemplified in the history ef crises of the American Red Cross
and (2) the extent to which substantive organizational goals have been
modified in the course of adjusting to changes in the external enviromment
and in keeping with the analytic goal of viability., We will also note
(3) the evolvement of the national organisation from a small scale,
simple, non-bureaucratically structured organization, charscterised
by the rule of a charismatic leader, to a large-scale, complex,
bureaucratically-structured organiszation, characterised by the dominence
of rational-legal standards of authority, and (L) how the problems of
integration of the organization's operations at the lecal level have
increased with the increasing complexity of the internal structure
of the national erganiszstion, with the multiplication of lecal chapters,
and with instances of a growing and widespread hostility toward the
organization.

An analysis of the American National Red Cross organization can
best be presented by noting four main stages of its historical
development. These stages may be delineated by three periods of crisis
for the organization. In this chapter we will consider each phase
in the evolvement of the Red Cross, bearing in mind the four previously

mentioned primary intereats. Following.the consideration of these four
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phases, emphasis will then be given to an analysis of the present
organizational structure. Finally the eperational goals of disaster
relief activity will be pointed out,

Developmental Phasesof the American

National Red Cross

Phase I (186L-1905)

The original group which fostered the movement leading te the
inception of the American Red Cross was made up of women volunteers whose
main purpose was te administer aid and relief to the wounded of the
American Civil War, Following the War, Clara Barton, the main organizer
among this group was prefoundly influenced by the international Red
Cress movement and sought to establish an erganisstion aleong similar
lines in America, As a result of Miss Barten's efforts, the American
Red Cress Society was officislly founded in 1881, In 1882, the American
Red Cress became a recognized member of the international body.
Originally organised for the relief of war victims, the American
organizsation soon expanded its goale to include the relief ef victims
of peace-time disaster,

During its formative years, the Red Cross organization
was completely dominated by Clara Barton. It was upon her that the
total operation of the Red Cress depended. As a result ef the
charismatic quality of her leadership, the organiszation was kept
informally structured on a more of less Gemeinschaft-like basis, with
little concern for standardization and routinisatiem of functions
or the delegation of authority., As hesd of the emerging welfare

organiszation, Barton was little concerned with public sentiment, as long
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as there were finds available teo carry out.the functions entrusted to
it. In this regard she appeared to reflect the then current attitude
of the so-called econemic "empire builders® who tended to maintain an
attitude of “"the public be damned?

In June, 1500, the eryniatinnm incorporated by an Act of
Congress., The federal charter granted to the Red Cross fully authorised
activities which it had in actuality been carrying on for the
pevious twenty years. The granting of this charter was an especially
significant event in that it met only brosdened the scope of Red Cross
activities and defined its purposes mere clearly, but it also gave the
organization an official status, which it had previously lacked., In the
charter, three "obligations” were placed upen the Red Cross. These
were: (1) to furnish volunteer aid to sick and wounded of the armies in
time of war; (2) to serve as a medium of communication tetween the
people of the United States and their army amd navy; and (3) "to carry
on a peacetime pregram of national and internationsl relief to mitigate
the sufferings caused by pestilence, famine, fire, fleods, and other
great calamities and to devise and carry on measures for preventing
such s.-mffe:'ing"'.1 In additien to these stated goals of the organisation,
the Red Cross was required to submit annual reports of receipts and
expenditures to the federal govermment, Due to the organization's
stetus as a federally chartered organization, and the specific purposes
incerparated in its charter, the Red Cross developed a clese aseociation
with the federal govermment over the course of time, Indeed, the
President of the United States and his Cabinet served as an honorary
*Board of Consultation" for the Red Croés organisation.

In what has been deacribed as the "Progressive Era”, beginning with

1
Dulles, Foster Rhea, The American Red Cross, A History, (New York:
Harper and &‘3.0, 1950) po,1o - ~ (
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the turn.of the century, the American public evinced a growing humanitarian
feeling, coupled with a concern fer greater public responsibility
of relief and welfare agencies. Reflective of these general concerns,
the contributing constituency of the American Red Cross sought to
initiate more responsible policies of the orgmisation, particularly
inmgard to its handling of contributed funds, The mounting threat
to the persanal directien by Miss Barton of the nationsl organization
was culmimated by charges of incompetence in the direction of relief
activities in the Galveston, Texas tidal-wave and hurricane disaster
of September 8, 1900, An intra-organizational conflict of considerable
magnitude developed as a direct result of the pressure for po]:icy
changes, Under the leadership of Mabel Bordman, a woman of considerable
wealth and influence, an attack was launched against the personalistic
direction ef Clara Barton which was particularly directed at her fiscal
policies, The success of the Boardman forces in June, 190L, initiated
a new phase of the history of the Red Cross.

Phase II (1905-1918),

As a result of less ef support (which included the President of
the United States, Theedore Roosevelt) for her methods eof operatien,
Clara Barton, the original leader of the Red Cross movement in America,
"gracefully” resigned in 1904, In January, 1905, the Red Cress was
reincorporated with a new charter which maintained the three original
purposes of the organization. However, its structure was considerably
changed. The major changes specified in the new charter required that
there be a governing body consisting of a Central Committee of eighteen
members, of whom six were to be elected by the incorporators of the
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organisation, six chosen by state and territorial societies, and six
appeinted by the President of the United States. The last six were
to consist of the chairman of the Central Committee and five Cabinet
members, representing the Departaents of State, War, Navy, Tressury and
Justice, In addition, it was provided that the War Department annually
audit the accounts of the Red Cross, Since 1904, the Presidents of the
United States have served as Honorary Presidents or Honmorary Chairmen
of the National organisation.

Although Mabel Boardman never aspired to the visible office of
authority in the erganization, itwas her influence that determined
the character of the Red Cross from 1905 until her death in 1946, Under

Beardman's direction, efforts were made to dévelop the American

National Red Cross into an efficient erganisation, This encompassed a
program of maintaining contributing members throughout the nation by
which reliable means of envirommental support could be assured. To
these ends, delegation of authority and decentralisation of organisational
functiens was initiated, while maintaining a strong governing body.
In order to maintain assurance of envirommental support, Boardman felt
the erganization should be controlled and led by influential leaders
of American society, with primary emphasis upon wealth and prestige.
She further sought to expand the mumber of local chapters threughout
the country in order to attrect a large supportive base made up mainly
of the wealthy and local influentials, Originally, these local chapters
were viewed principally as seurces for eliciting finsncial support to the
national organisation. Substantive operational goals for these chapters
were: (1) to increase membership in the orgnization, (2) to participate
in “"general Red Cross activities”, and (3) to be prepared for action
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vhen needed, As can be seen, these goals were sufficiently broad to
allow for considerable tlexibility in interpretation, This was in
keeping with the general conception of the local chapter as a means
for eliciting support for the national organigzation, both in terms of
funds received and in terms of favorable pubilicty at the local
level.

The enrollment of contributing members to the local units of the
national aorganization was camparatively amall, In 1908, there was a
total enrollment throughout the nation of only 11,000, Further, there
was considerable disappointment with the inactivity of the existing
local chapters. It soon became apparent therefore, that to maintain
interest on a broad scope, new substantive gpals would be needed to
contribute to the organisation’s viability if it was to remain effective
in carrying out emergency reiief, To this end, the operational program
of the national organization became increasingly diversitied, In 1909
a nursing service was begun, headed by the National Committee on Red
Cross Nursing Service. Besides providing a peol eof nurses in the event
of a disaster, this service alsoc promoted classes for women in home
nursing, hygiens and first aid. First aid work was particularly
successful and in 1909 there was an establishment of a First Aid
Department, This Department later came to include a successful program

"of water satety and life-saving classes., Also during this same period
a public health program was instituted which encompassed programs of
municipal sanitation, preventive medicine, and dietetics.

In regard to the structure of the national orgmnisation during this
period, suthority was delegated to three main bodies. These were: (1)

the Central Committee, (2) an executive committee and (3) the departments
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of Civilian Relief and Military Relief, Various subsidiary units
complemented the above bodia;.

With the entrance of the United States into the First World War,
the size and importance of the Red Cross grew to the extent that it was
a rew@z& integral part of the war effort, Besides carrying out its
traditional role of nursing and furnishing entertaimment to the allied
troops, it also concerned itseli with the care of many civilian war
refugees, It was during this time, however, that the army took over the

tield medical units of the Red Cross and incorporated them into its
own medical corps,

Following the First World War, the problems of reconversion te
peacetime operation resulted in new tensions upon the organization,

An issue of contention within the organization was the extent to which
the Red Cress should maintain peacetime operations on as huge a sczale

as those it had supported during the War, Fwrther, there was pressure
brought to bear for increased professionalization of Red Cross personnel,
The resulting issue of salaried versus velunteer workers in the national
organization caused further dissension within the organization., With

the substantive goals of a peace-time operation legs salient than those
during the war, chapter apathy became a serious problem to the national
organization. Various means were instituted by the national organization
for spparently no other purpose than to keep the local chapters active
as a means to sustain membership interest,

The developing crisis that brought the second phase of Red Cross
organizational policies to an end was climaxed by a critical public
charging it with extravapsnce and mismanagement of tunds during and
immediately after the war, Of far greater 1nportanc; for the internal
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structure of the organization during this period was the issue of
policy change regarding the-expanding of peacetime activities and
subsequent hireing of professional workers.

Further ramifications were involved in the issues facing the Red
Cross after the war, Chief of these was the loss of arbitrary policy
decisions made by the national oarganisation during the war. Instead,
if the orzanization was to maintain active support, it was recognized
that chapters would have to gain more importance in policy decisions,

Phase III (1918-1941),

To meet the threats posed as a result of enviremmental pressures

upon the Red Cross, structwral reorganiszation was undertaken., The fecus

of attentien was shifted to the local chapters, and efforts were made
to change the someawhat autonamous nature of the chapters te more integral
parts of the national organization., Under the stated goal ef "streamlining
that would make both for efficiency and lewer operating costs®, reorgani-
sation was based upon more centralisation of authority and simplification
in the structure of the Red Cross. There was a creation of a line-and-
-staff form of organisation, acceompanied by an emphasis upon utmost
economy in Red Cross operations., Further, there was an emphasis upon
increased profoasionalization' of Red Cross services, As a result of
the need fer a new, main substantive goal by which the activities of the
Red Cross could be maintained, it was declared in an official
announcement from national headquarters “that public health in the
United States was to became a major concern of the American Red Cross
in the days of 1'.»eao:xe".1

"Ibid, p. 219,
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Concurrently, with the development of the public health program,
attempts were made to facilitate better working relationships with
the growing number of salaried professional warkers and the Red Cross
volunteers. In this regard, efforts were made te achieve a clearer
delineation of volunteer and professional roles., The result of these
efforts, was and still is only partially successful.' In regard to the
public health program, in an era of isolationism and individualism the
importance of such a program was only minimally recognized by the
general contributing public,

To supplsment the more diffuse substantive goals of maintaining
roadin.au for disaster relief and promoting the public health program,
additional activitias were promoted to increase local chapter invelvement
in the larger organization, Initiated during this time were the Moter
Services, the Gray Lady Service and the Volunteer Nurse's Aide
Service, In addition there was a Braille Corps which prometed Braille
transcription. Volunteers in the clerical field were included in the
Administration Service, the Social Welfare Aide Service and the Staff

Aide Service,

1'l'he crux of the problem appears te be based upon different
interpretations as to the primacy of goals, Among professional workers
there is apt to be a process of sanctification of the instrumental means
of operatien., Merton notes, in this regard that "through sentiment-
formation, emotional dependence upon bureaucratic symbols and status,
and affective involvement in spheres of competence and authority, there
develop perogatives imvolving attitudes of moral legitimacy which are
established as values in their own right, and are no longer viewed s
mearly technical means for expediting admimistration”. Social Theory
and Social Structure, op cit, p. 202, -

Contrasted to this orientation is the volunteer who is concerned only
with the accomplishment of immediate goals and resents the intrusion of
vhat appears to be the callous and officious manner of the professional,
Particularly is this true in disaster work where local volunteer workers
may be prone to resent the dominance of professionals who are strangers
to the community and hence appear to the volunteer to be relatively
uniknowledgeable of the lecal situation.
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The character of the organization was further modified by increased
professionalisation of its workers and a shift from reliance upon the
wealthy te a broader bage of public support. During the depression the
functions of the Red Cross were considerably expanded, particularly with

respect for caring for the destitute, However, wdi th increasing
govermmental services, the public health pregram became almost non-
-existent as a main substantive goal., A contimual effort was exerted
to present a favorable image to the public as a result of accusations
against the Red Cross' alleged anti-labor policies and racial
discrimination, Pressure was thereupon brought to bear by the National
‘organization to promote greater adherence of local chapters to the
organization's announced policies,

With the outbreak of the Second World War, the Red Cross assumed
much the same role--except feor its nursing services--as it had in Werld
War I, In additien te these services an extensive bleod bank pregram
was develsped, With the cessation of the war effort a major crisis
again threateded the viability of the Red Cross organisation. The
Red Cross was again charged with irresponsibility and misuse of donated
funds and supplies, The heightened sensitivity over democratic principles
caused by the ideolegical conflict inherent in the war brought charges
that the American National Red Cress was not democratically organised,
~ particularly with respect to adequate chapter representation in
decisien making bodies, A final and perhaps more serious threat teo
the erganization's existence was the increasing govermmental services
that were being made available to the general public in the years
after the Second World War,
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Phase I¥ (1945-Present),

Ths fourth phase of the exisztence of the Red Cross brought
about considerable change in orgamizatiomal substamtive goals, both
long-range and operitional. The vast increase of govermmental services
both on the international scens and within the national boundaries
forced the Red Cross to drastically alter its past functions., For
example, on the international scene the activity of United Nations
missions has almost campletely taken over programs of relief to war
refugees, Further, the initiative of the American Red Cross in
independently undertaking muinational operations has been sharply
curtailed by the United States involvement in internationmal political
and economic rivalries, Ax a result of the implications of international
relief and rehabilitation work, the international activities of the
American Hed Croas appsar to have become more restricted and to have
coma mere and mere to depend upon United States foreign policy
cansiderations, ' '

On ths national scene, Mgovermanul services, as for
example the Civil Defense program,and its involvement in disaster
relief activities has pesed very real threats to the contimued identity
of the Red Cross organisation. Social security measures and the
maintenance of govermment welfare services for the unemployed have

drastically reduced the involvement of the Red Cross in these areas in

° which it once was active, The seriousness of these threats to the

organization was exemplified during the natiomal convention in 1949. In
a speech entitled “Can the Red Cross Survive", the problem was posed

as being not only one of re-evaluating the mission of the Red Cross,

but also whether "the Red Cross, faunded in the 19th century still had
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any place im the vastly altered world of the 20th century”,

Concomitant with the problem of staving off environmental threats to its
existence by govermmental bodies, the natienal organization was under
considerable pressure after the Second World War from local chapters
demanding more adequate chapter representation in the decision-making
bodies,

In response to the problems facing it during this most recent
phase of the evalution of the Red Cross, two innovations were employed
to maintain its continued existence. In regard to goal-structuring,
the Red Cross formed, as its paramount substantive zoal, a national
blood domor program. This is currently an ongoing program, carried om
mainly at the local community level, and involving the accessability
of a supply of blood for the needs of local hospitals and for emergency
sitvations,

With reference to the demands for more adequate chapter representation
in the policy-making bodies of the Red Cross, an Advisory Committee on
Organiszation was set up in 1946 which subsequently made recommendations
for the reorganization of the national organization, As a result of these
recommendations, Congress, while maintaining the original charter
"obligations”, adopted as law, the committee's recommendations in a
new charter.. The recomuendations consisted mainly of three structural
goals; (1) that the Red Cross become more representative of the nation
it serves, (2) that the governing organization truly represent and
be responsive to the entire membership of the Red Cross, and finally
(3) that the organizational structure lend itself to the most
effective handling of the activities of the.Red Cross.'

1

Kurd, Charles, The C% His% of the American Red_Cross,
(New York, Hawthorn s Ince, 19 Pe =254,
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‘Present Structure of the American National Red Cross

In order to gain a better understanding of the American National
Red Cross as it now exists, we shall present an overview of its bureau-
cratic structure, After presenting the organizational structure, we
will give special attention to the organization of the disaster relief
operation,

As can be seen on page 53, at the top of the organisational structure,
there are honorary offices, These are filled by the President, the
Attorney General and the Treasurer of the United States. These offices
are largely non-functional to the organization except to lend it a
more "official" status,

The Board of Gove:nors, having powers of “govermment, direction and
management” appears to serve as a deciding body for organiszational policy.
Recormendations for policy changes frequently emerge from the managerial
level of the vice presidents and may be acted upon by the Board., In
addition, the Board has the power to appoint and remove all officers and
employees of the Red Cross with the exception of the president.

The office of the president is a salaried position and is filled by
election by Board members, Actual administrative duties are handled
by this office, This involves delegating responsibility and insuring
that actual policy decisions are carried out. The delegation of
responsibility is divided among the vice presidents who are in charge of
specific departments within the organiszation., The office of the
chairmen is elected by the Board. This office appears to serve largely

a cocrdinating function among Board members,
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The resulting modificstion c¢f the structure of tle retioral
organization concisted of the follcwing: the President of the United
States became the honorary chairmen of the orianizatiorn with the right
to name the chairmen and eight members of the new fifty member Board
of Bovernors., Of the remaining forty-two members of the Board thirty
members were to be chosen by chapter elections at the annue#l conventions
in successive blocks of ten, for three year terms. Further, each slate
of candidates was to represent various geograrhical areas, The
remaining twelve members of the fifty man body were to be chosen by
the thirty-eight previously mentioned members from among persons of
“national stature", These sppointees, serving as members-at-large
vere to be representaiive of labor, the sciences, arts, and the
profeasions.] The chairmanship was eliminated and prircipal administrative
duties were placed in the office of the president, Adninistrative
officers became vice-presidents headed by an executive vice-president
and general manacer, An additional change was made in 155 when
presidential duties were made separate from the position of chairman
and "principal officer", A chairmanship was again created and a tull-
time president was installed, elected by the Board of Governors.

In the history of the American Red Cross, continual efforts on the
part of the organization have resulted in the achievement of the analytic
goal of viability, The orgenization as it now exists evinces a complex
bureaucratic structure which has been a result of the concern for
continued existence, The present structire of éhe Red Cross end its

relationship to disaster relief activity will be considered next,
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A direct line relationship, headed by the Senior Vice President
connects the domestic areas and the local chapters with the national
organisation. The national organization is divided into four domestic
areas; the Pacific Area, the Midwestern Area, the Southeastern Area and
the Eastern Area., Figure 1I shows the erganisation s¢vwcture of a
domestic area., In the area organisatien structure, each regional
manager 1; assigned jurisdiction over specific states in the tetal
area. The area erganisatien serves to coordinate the activities of
the local chapters,

Figure III en page 56 shows the structure of the chapter. The
chapter director is r.spoﬁaiblc both for the local program and fer
maintaining erganisational functions consistent with the larger
organisation, The board of directors at the lecal level acts in much
the same role as the Board of Gevernors at the national level. The
role of the chapter director then becomes one of familiarizing the
local board with mational policies as well as obtaining their approval
for carrying out local operations. The chapter chairman may be a
volunteer or a salaried worker, depending upon the size of the chapter
and the scope of its operaiions. Members on the board typically are
influential citizena.in the local community.

Disaster relief operations are directly under the jurisdiction of
the area organiszation, The figure on page 57 shows this relationship.
Notice that the field director is in a direct subordinate relatienship
to the area office, It is upon him, typically acting in clese
cosperation with the casework supervisor, that direct responsibility
for disaster operation policies is centered, His authority is limited

by a fixed sum of allecation ef organisational resources, Need
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reqests that are proven to be valid, which exceed this sum are submitted
to the area office for a final decision, Notice in the figure that the
local chapter is relegated to a mere staff function in the disaster
operations, In addition to the local chapter serving a staff function

to the ied Cross field director 'ds the coordinator ot volunteers in

the local community and the Disaster nelief Advisory Committee. A
liaison link is further established with govermmental bodies represented
in the area of disaster, The disaster relief operation is completely
dominated by a professional corps of trained workers mobilized inte the
stricken site by the area headquarters, This s“atf is subordinate

only to the area office,

Operational Goals of Disaster Relief Activity

In disaster relief activity, two sources formally outlining the
duties or operational goals ot the Red Cross may be cited, The
organizational charter states the American Hed Cross is to "continue
and carry on a system of national and international relief in time
of war and apply the same in mitigating the sufterings caused by
pestilence, famine, fire, tloods, and other great national calamities,
and to devise and carry on measures tfor preventing the same".1 The
Red Cross Disaster Relief Handbook further states:

"Hence, in the field of disaster relief the Red Cross

has both a legal and moral mandate that it has neither the

power nor rizht to surrender, It cannot abdicate the

responsibilities placed upon it by the tederal govermment,
The Hed Cross may establish the scope of its program, its

—— . e 1. e b A e

! Red Cross Disaster Relief Handbook, sec. 1, p, 1,
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policies, and methods within the framewark established

by the Congressional Charter, but it must comply with the

charge to mitigate the sufferings caused by disaster",'

Disaster relief has been one of the prime reaéons for the
existence of the Red Cross organization. The ends involved in disaster
relief are two-fold: (1) the mitigation of human suffe;ing, and (2)
the conduction of relief activities in such a way as to insure
continued community support ef the Red Cross as a permanent national
organization,

With increasing governmental services being given in terms of
welfare and the involvement of govermment and other agencies in disaster
relief, it has become imperative that the Red Cross clearly define the
explicit duties which it is to perform at a disaster site, A whole
section in the Hed Cross Disaster relief Handbook is devoted to the
enuncliation of the duties of the rRed Cross as contrasted to the federal
government during a disaster. In the main, division of duties is based
upon a protective tunction of property and personnel assumed by the
government while the Red Cross assumes responsibility for "the relief
of persons in need as a result of disaster". In the following discussion
of the operational goals of the disaster relief operation we will
briefly consider three aspects of the operation, namely operational
goals in the predisaster period, the “emergency” period and the
rehabilitation perioed,

In regard to the operational goals in the predisaster period,
prier to the impact of the disaster, a basic problem exists in keeping

the organisation at the chapter level in a constant state of preparedness.

‘Ibid, sec., 1, p. 2.
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Thus, steps are tasken, via trailning programs to develop capable personnel,
able to act ina meaningful way toward the alleviation of suffering

in the event of a disaster., In this respect, many local communities

have a Red Cross disaster committee which is trained and oriented solely
for disaster relief activity.

Since there will be lax periods between disasters, continuous
projects are devised to keep interest in the local units as well as the
national organisation on an active level, As previously described,
the blood bank ;;rogran is the main organizational activity serving this
function.! There are also many less broad functions carried out by the
local chapters,

With reference to the operational goals during the emergency
phase, The Red Cross Disaster Relief Handbook states that emergency
assistance by the Red (ross is "designed to mitigate the suffering
caused by the disaster immediately upon its occurence through the
provision of food, clothing, shelter, and medical nursing or hospital
care on the basis of evident need” .2 To tnis end, aid is given to
disaster victims during this period without questien. The Red Cross
further acts in assisting evacvations of persons and in providing
services such as food and coffee canteens to personnel engaged in

preparatory activity in the immediate peried previous to the impact of

'In regard to thé Bleod Program, Dulles writes “such a project
represented an opportunity for service which would not conflict with
govermmental welfare work, would be of great value in the event of war
as well as meeting the immediate needs of civilians, and was conspicuously
in 1line with Red Cross idealism and experience", Dulles, op cit, p. 527

%)isaster Relief Handbaok, op cit. sec. 1, p. Te
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disaster, It furnishes similar services in the period immediately
following the impact of the disaster,

The trangsition from emergency aid .given on the basis of evident
need, to the rehabilitation period where aid is given on the basis of
evident need, to the rehabilitation period where aid is given on the
basis of “actual” need, is termed by the organization as a “tender
peried”, Involved here is the likelihood of misunderstanding, by
elemants of environment, of the change of emphasis in assessing need,
Assessment of need entails mimite evaluation of the resources of the
disaster victim and his ability to provide help for himself. In order
to insure continued envirommental support for disaster rehabilitation
gctivitica, stress is laid upon the necessity of providing effective
interpretation to the “unnamed yet pewerful leadership that exists
within the affected area".'

Organizational goals during the rehabilitation phase are stated
in the Red Qress Disaster Relief Handbeok as fellows;

“The objective of Red Cross disaster rehabilitation is te
assist an individual or a family in re-establishing its capacity
to provide these basic needs required to reach and maintain
its predisaster standard of living. In fulfilling this objective,
the Red Cross meets needs by giving the assistance determined
necessary by the family and the Red Cross. The Red Cross is
primarily concerned with the adequacy or inadequacy of a family's
resources to meet disaster-caused problems , . . The Red Cross
deals directly and pesitively with the material lesses and the
injury and illness that follow disaster by giving assistance

vhen it is determined that the applicant has disaster-caused
nesds he is unable to meet himself,"

1Ib:!.cl, sec. 5, pe 13,

thid, sec, 1, p. 8
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It is upon the rehabilitation period that the remainder of our study
will be centered,

Summary

In this chapter we have traced the development of the national
organisation of the Red Cross from its beginnings as a movement based
mainly on charismatic leadership, to what is at present a highly
develaped bureaucracy. We have seen how, with each period of crisis,
the analylic goal of contimed existence gained primary importance,
ThaArunlt of the concern for this analytic geal was a reecurring change
eof suhatantive goals. This change in substantive goals was showmn to
demarcate four distinct phases in the development of the Hed Cross.
Probiunﬂ integrating the national organization at the local level
increased, particularly with regard to (1) greater professionalisatien
of services, (2) the increasing importance of local chapters in the
national organization, and (3) the necessity te foster amicable
enviromental relations fer the continued support of the organisation.

It is apparent that the Red Cross has been successful in adjusting
its substantive goals to counter threats from the enviromment and thus
maintain its goal of viability. In seeking to account for the contimued
existence of some organizations and the demise of others, Blau suggests
two contributing factors, These are (1) the degree of identificatien
of personnel with the organisation end the resulting concern for the
defense of the organization against envirommental threats, and (2) the
degree of acceptance of the arganization by its e::avii.roumem;.1 The

1Blm, op cit. pp. 9L4-96
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high degree of achievement _in relation to these two factors appear to
be a basic cause for the contimued existence of the organisation,

In regard to disaster relief activity it was shown how substantive
goals were structured in the predisaster stage, the emergency stage and
rehabilitatien stage of disaater, The success of maintaining organisatienal
readiness and the actual carrying out of disaster relief also appears te
depend upon the identity of functionaries with the Red Cross and the degree
of acceptance by the local community. In subsequent chapters, we will
continue to be interested in the means used by the Red Cross in
gaining accsptance in its enviromment, pnrticﬁhrly with respect to
its disaster relief activities.



CHAPTER III

THE ACCOMPLISHMENT BY THE ADVISORY COMMITTEES ON THE

FIRST FOUR PRESCRIBED OPARATIONAL GOALS
Introduction

This chapter will be cencerned with the degree to which the
disaster relief advisory committees fulfilled the first four fmnctions
for which they were formally created, Since the fifth stated function
of the coomittees was the ore around which the activities and efforts
of both Red Cress staff and committee members centered primarily, 11;. will
be considered separately in Chapter IV, Before presenting the analysis
of the effectiveness of the coomittees with respect to the first four
stated functions, the mamner in which the committee members were
selected will be considered. Second, in order to provide a better
perspective of the degree to which the various sectors of the commnities
were represented on the committees, an examination of the socie-economic
backgrounds of committee mfmbera will be presented, Third, the extent
of involvement of committee members in the Red Cross prior to their .

installment of the committees will be considered,
Selection of Committee Members and Composition of the Committees

In the following analysis of the committees, each area in which
Red Cross disaster operatiens were centered will be considered separately.
This will be done in order to show both the important similarities and

selection process and committee composition.
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Area 1,

The procedure for the selection of advisory committee members in
Area I differed somewhat in substance, but net in form, from that
prescribed by the Red Cross organization., While the chapter chairman
was involved by the area director in the formal selection of committee
members, the chairman in this case did not actually serve as an important
resource in estsblishing a roster of prospective committee members,
In the area director's estimation, the chairman of the local chapter
was not sufficiently knowledgeable cencerning the requirements of the
relief eoper astion nor sufficiently acquainted with the capacities of
local citizens to allow him to function as a resource person, The
chapter chairman's social status in the community was not, in the field
director’s opinion, of such a character as to allow the chairman to have
very much personal influence in the community. Therefore, the establishmemt

of a roster of prespective committee members was arrived at through the

help of two other persons with considerable status and influence in the

community. The names of persons compiled in this manner were then
discussed with the chapter chaimn by the director. The chapter
chairman subsequently contacted the persons suggested by the director,
indicating to them that the area director desired to have a meeting
with them for purposes of discussing the possibliity of their participation
on a disaster advisory committee, The area director, then, undertook to
contact each of the persons who had indicated their interest and probable
availability for service,

The committee, as finally consituted in Area I, was composed of
fourteen individuals, Five were professionals, two were labor union

officials, two were retired persons of which one was a former machinist
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and the other a former lumber dealer, three were housewives representing
their spouses occupation of law, real estate, and "undetermined”.

One member was a local businessman, and one was co-cperator of a fishirg suprly
center, Table I shows the rank orcder of these occupations. £s shown

in Table II, nine members were men and five were women. Table III

shows the range of incomes of the committee., With respect teo length of
residence in the community, the majority of the members were relatively
short-term residents, as shown in Table IV, Eight out of the total

of thirteen respondents had resided in the area less than ten years,

Six members had completed a college or university education, while

‘ two ethers had attended ccllege, Three committee members held postegraduate
degrees, This is showm in Table V, As indicated in Table VI, committee

" members were invelved to some extent in a variety of local organizational

- affiliations, Business and professional organizations were among those
~with which committee members were most frequently affiliated. Table VII
shows the social class ranking of the committee members. As can be seen,

. the majority ef committee members were ranked in the upper-middle

: Class.

‘ It may be observed from Table VIII that half of the disaster

‘1adviury committee members had been associated at one time or another,

with the local Red Cross s €ither as chapter members or as members of

-the local disaster committee., In addition, two members had also been

active in soliciting for funds for the Red Cross and one had had

previous contact with the Red Cross through a training program. Thus,

of the fourteen members, tww had been associated with the Red Cross in

some capacity prior to their appointment to the cami.ttee. Only four
committee members in Area I had had no previous association with the Red Cross,
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Table I

Occupations of committee Members

.
Qccupation Area 1 Area I1 Area III

Local Government
Clergy

Physician

Lawyer

Building Industry
Xducation

Social VWelfare

Local Retail Business
¥on-Local Business
Insurance

Real Estate

Skilled Worker
Fishing related occupation
Service Occupations
Organized Labor

Undetermined .
Zotals b 13 LS

®0coupations are based upon rank order givea by the Eational
Opinion Research Center, in “Jobs and Occupations: A Popular Evaluation®,
in Clage, Status, and Power, ed. Bendix and Lipset, Glencoe, Ill,; The
Free Press, 1953, pp. 412-414, Where members were retired, their former
occupations were listed. Banking was based upon the occupation of the
head of the household in cases where members were not gainfully employed.

HNDERD
HORN RN
(NI S R W S )

I e
-
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Table 11

Sex Composition

Area II11

Sex Area I Area II
Male 9 12 10
Female S 1 L
Totals I | ' 13 1k
Table 111
Income Distributien
Income _ Area I Area 1II Area III1
Below T,000 T T
4,000 but less than
6,000 h 1 3
6,000 but less than
8,000" 2 1 2
8,000 but less than
10,000 2 3 1
10,000 but less than
15,000 3 1 L
. 15,000 and ever 2 2
Tetals 1 9 13
Table IV
Length of Residence in the Community
Number of Years Area 1 Area II Area I1I
Less than & 3 2 s
S te 10 3 2 7
11 to 15 1 1 1
16 to 20 1 1
21 and over 3 5
Totals 13 10 1
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Table V
Educational Level

Amgunt of Educstion Areg I 11 111

No Formal Educatien 1

Grade School Unly

Some High School ; 2 1 1

Completed High School 1 3 3

Same College 2 1 7

Completed College 3 2

Some Post-Grad, Schooling 1

Advenced Degree 3 2 2

Totals 1w 10 |
Table VI

Commnity Orgsnization Representatiem On the Committee

Type of Organiszation Area I Ares 11 Area II1I
Service Clubs L L 3
Fraternal Clubs 6 L
Veterans organisations N 3
Community Interest

organisatiens 8 L S
Business and rrofessional -

groups L 3 8
Non-vocational interest

clubs 1 S L
Community yoluntary units 5 L
Miscellaneous L
Unspecified 1
None 2
Total Membership 18 3 37

#This table is based upon 12 respondents in Area I, 10 respondents in
Area II and 1L respondents in Area III, Multiple responses. For a
detailed 1listing of organizations, see Table I, Appendix A,
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Table VII

Social Class Occupancy of Committee Members

Occupancy Area I Area II Area IIIX
Upper 1 2 1
Upper-Middle 9 6 '. 9
Lower-Middle 1 3 2
Upper-Lower 1 2%k
Lower-Lower

Totalswus 12 1" 1L

#Class ranking was based upon a modification of Warneris "Index of
Status Characteristics®, A seven point scale was used in evaluating
occupation, source of income, type of dwelling and dweiling area,
These were then weighted as follows: Occupation: L, Source of Income:
3 House type 3, Dwelling area: 2, The resulting scores were then ranked
in social classes according to Warner's table of “Social-Class Equivalents”,
This scale was slightly altered to eliminate the "indeterminate”
rankings, Where information on house type was unavailable, amount of
income was substituted, Where information on dwelling area was unavailable,
education was substituted., Additional weight of 2 points was given to
long-term residents in Area II where the importance of relationships
with leng established families contributed to local cammunity evaluvationm.
(See Warner, Meeker and Eells, Social Class in America, pp. 121-159

#+#This figure represents a Negre married couple, Class occupancy
was somethat difficult to evaluate as they appeared to represent
upper-middle class ranking of the local segregated Negro community
which was a distinct and separate social system.

sInformation was impossible to collect fer two committee members in
Area I and in Area II,
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Table VIII

Agsociatian of Committee Members with the Red Cross

Type of Association _ Area I Area 1I Area III

Local Red Cross Chapter

Board Member,
Past Member 1
Present Member 1
Local Red Cross Chapter Member,
Past Member 2
Present Member 1
Local Disaster Committee Member,
Past Member 2 2
Present Member 1 3 1
Association through Red Cross
training programs, 1 1
Participant in fund-drives and
similar non-member activity, 2 2 3
Total number having association. 10 7 6

Members having had no association. L 3 7
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Area 11,

In Area II, circumstances prevented the field director from working
with the Local Red Cross chapter chairman. The chapter headquarters
was located seventy miles from the site of the disaster and subsequent
Red Cross activity, Hence the field director, in consultation with
the local emergency Red Cross disaster committee chairman, sought out
thosa individuals whom he deemed most suitable for serving on the
advisory committee, Since the conmunity was small, with local interactiom
being on a comparatively intimate level, the director‘s choices were
structured largely in terms of the more salient positions of authority
of the committee members in the community. The role played by the
disaster committee chairman was that of suggesting individuals te serve
on the advisory committee, This was done after the director had
explained {o thelocal disaster committee chairman the criteria for choosing
committee members, The director of the field unit thereupon evaluated
the suggestions and finally, personally contacted the prospective members,

The total number of members on thé adviaory committee was thirteen
The director followed the organizational prescription that at least two
members from the Red Cross chapter board be placed on the committee.
However, the fact that the chapter was located at a considerable distance
from the disaster site, prevented these members from being active in
the committee, One of the two Red Cross board members (a non-local
businessman) never attended any committee meetings, while the remaining
one (a lawyer) attended only the tfirst committee neeting. These two
committee members were never contacted by Hed Croass caseworkers,

A Catholic priest and a Methodist minister represented the clergy
on the cammittee, Howevar, a conaiderable amount of conflict develsped
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between the Methodist minister and the Red Cross field unit, and
the minister subsequently was asked to resign on the basis of the
organisation’s allegation that he had applied for aid for himself,
The final number of active members on the committee, totaled ten,

Occupations of members are shown in Table I, 'Five members on the
committee were professionals, six were in business or rehteld fields, one
was in the local county govermment, and one was a housewife wha's spouse
was a minister,

Sex composition of the committee in Area II, shown in Table II,
was twelve men and one woman., Of the nine committee members whe
provided information on income, it may be seen in Table III that,

a wide range of income levels was represented although six members were
of the higher j.ncome range,

Length of residence in the community in Area II was about evenly
divided between short and longer term residents, with six members
living in the area only fifteen or less years and five of the eleven
respondents living in the community twenty-one years or more, Five
members completed college or its equivalent, with three of the five
having had some additienal education, All members except on&, had
completed high school, (See Tables IV and V,)

Table VII shows the ranking of the members of the cemmittee in
Area II, Two members were ranked as upper class, six were ranked as
upper-middle class, and 3 were ranked in the lower-middle class, Table
VIII shows that five members had had an active association with the Red
Cross prior to becoming a conmittee member, while two had participated
in non-member activities, Only three members had never been associated

in any way with the Red Creas arganization.
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Area III,

The choasing of disaster advisory committee members in area III

was somewhat complicated by problems similar to those in Area II,
Again the Red Cross chapter headquarters was quite far removed from the
site of the disaster, Further, the field director had considerable
difficulty eliciting the support and cooperation of the chapter chairman,
Thus, in a manner similar to Area II, the director relied upon the lecal
Red Cross disaster committee chairman, a locally well-known businessman,
for aid in selecting committee members. The basis of selection was
largely in terms of their occupying the more obviously prominent
social and economic pesitions in the community, Committee members were
contacted individually and asked to participate on the committee by the
director, who was accompanied by the disaster committee chairman,

The disastar relief advisory committee in Area III, tetaled
fourteen members, Included in the membership were a Negro man and his
wife. Only in this area were Negroes represented on the advisory
committes, As shown on Table I, the occupational compositien of the
committee was four professionals, eight persons involved in some type
of business, and two in service occupations, Ten members were men
and four were women, Table III, shows the inceme distribution of the
members,

Length of residence of the cormittee members in Area III was
comparatively short, Table IV shows that twelve of the fourteen members
resided in the area ten years or less, Only tw members had lived im
the area' -aro than ten yeara, Although most of the committee members
had not completed cellege or university training, two members did have
advanced degrees, Seven members had attainad some formal educatiom
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above the high schoel level, Three members graduated from high scheol
while two members had never attained a high school education, This is
shown en Tsble V.

Table VI shews that the largest group of organizations represented
en the cemmittee was busineas and professienal groups, The remaining
types of organisations were fairly evenly represented. Two cammittee
members belongad to no formal organisation.. Ranking of the committee
members as shown on Table VII resulted in one member in the upper class,
nine members in the upper-middle strata, two n;nben in the lewer-middle
class, and two in _the upper-lower class,

Over half of ths coomittae members had never had any previous
association with the Red Cross. As shown in Table VIII, four members
had only a nominal asseciatien while only two had at some time been
an active participant in the local Red Cross organizatien.

The Degree of Achievement of the First Four Prescribed
Cemnittee Functiens.
Function One,

The statement of functien one is as follows:

Te inform the director and the apprepriate staff of
community ecenomic conditions and other pertinent
community patterns and practises,

In the initial stages ef the relief eperations, the committee
served no finction with respect to orienting the Red Cross staff to lecal .
community “economic conditions”, and “commnity patterns and practices",
The coomittees could perform no function in this respect because in ali

the areas studied the membars were nat selected and installed until
ten te fourteen days after relief operations were begun, By this time
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the Red Cress staff had already established contacts with agencies,
asseciations and persons in the communities,

The frequency of use of the committee members as reseurce persons
by the Red Cross caseworkers is shown en Table IX, As can be seen, enly
two cemmittee members were consulted in Area I, In Area II, the utilis-
ation of the conmittee by the Red Cress staff was considerably mere
extensive than in Area I, Of eleven committee members interviewed,
six were consulted mere than ten times, three were consulted between
four and ten times, while two were never contacted, In Area III, only
three members 'were consulted with any great frequency, one member being
consulted mere than ten times, Six members were censulted three times

or less, while five were never consulted,
Table IX

Extent. to Which Cemmittee Members Were Consulted by

Red Cress Caseworkers,

Frequency of consultation Area 1 Area II Area III
10 or mere times 6 1
L te 9 times 1 3 2
3 times or less 1 6
Never 10 2 ]
Total 12 1" 14

An exsmination of Table IX shows distinct differences in areal
patterns with respect to the use of advisory committee members as
resource persons for the caseworders, It will be recalled that the

three areas studied, Area I includes a comparatively large community.
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Fert Vyers, red Cross field headquarters in Area I is the county seat
and the center of socisal and'economic activity of the surrounding rural
area, Thus, readily available to the Red Cross staff were county
governmental services and other tormal means by which the community and
family standards of the area could be ascertained, It was tfrom these
formal sources that most of the information pertaining to community
characteristics and subsequent caseuﬁrk develepment was obtained,
In Area I the two committee members that were consulted by the cases
workers were affiliated with such tormal organizations in the coﬁmunity.
The member consulted most frequently was an ofticial of the state
social welfare department, who also made his statf available for
consultation with rea Cross statl members, The second member, who was
consulted only once, was an attendance officer for the leccal county
schools,

Responses of committee members in Area II shown in Table IX
reflect the more intimate and widespread knowledge shared by residents
of the small community. Because formal sources of intormation were
almost nonexistent and because the means of livlihocd were somewhat
alien to the Red Cross staff's experience, committee members were
utilized comparatively more often as sources of information with respect
to individual spplicants and interpretations of cocmmunity patterns and
ctaracteristics, Further, the Red Cross field staff was made up of a
large proportion of "reserve workers" (part-time workers who remain
"on call* until needed by the organization for emergency service).
Hence, the director strongly encouraged these less experienced
personnel to use every opportunity teo substantiate their findings and

recommendations bty consulting with indivicdual committee members,
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The degree to which individual committee members were involved in
consultation with Red Cross workers is reflected by the fact that many
members indicated that they were aware of the case recemmendatiens
prier to the formal committee meetings at which the recommendatiens
were proaent.ed.’

In Area III, response patterns were different frem those of the
first two areas. It will be remembered that compared to Area II,
Area III exhibited a more cosmopolitan atmosphere due te its diverse
and comparatively short-term inhabihnté. This was reflected in the
degree to which committee members were intimately familiar with the
individual cases, However, the main factor responsible for the pattern
of responses is the fact that during the field eperations the one
person most utilised as a source of infermation was not a member of the
cormittee, but was a generally recognized knowledgeable person in the
community., As a result of his services, he was proclaimed by the
director, an "ex-officio" member of the committee, The field staff
as a whole was encouraged by the directer to make use of centacts with
committee members,

It is apparent that although the committee did net provide an
initial general orientation to the Red Cross field staff of the lecal
community, enee established, it did perform to some degree a useful
functien in the coenduct of the disaster relief operations. In each
area, at least a few members provided useful information in the

develepment of some cases, However, from the dats, it is apparent

1DThia proved te be petentially dysfunctienal in one instance where
an applicant had been led by a committee member to believe that she would
receive a certain type of aide In the meantime, the modifications of the
caseworker's recommendations served to create some hostility between the
cormittee member and the applicant on the one hand and the Red Cross
staff en the other,
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that the degree te which the committees were utilized as rescurce bodies
varied according to the size and complexity of the different communities,

and the availability ef formal sources ef infermation., In Area I, a
larger and more complex comemnity, where formal sources of imfermatien
regarding applicants for aid and general community patterns were more
readily available, these sources were used more frequently by Red Cross
caseworkers than were the committee members, In Areas 1II and III where
the coomunities were smaller, less economically diversified, and
socially mere homogenesus, and where the means ef livlihoed ef
applicants fer aid were foreign to the caseworkers, the camittees
were utilised more often by Red Cross casewerkers, Further, the
relative absence of official sources of informatien in Area II, and
the slightly more numerocus fermal sources in Area IIlcontributed te
differences in the utilisatien of the committee,

The orientation of the Red Cross field staff personnel teward
the committees also was somewhat influential in determining the degree
te vhich the committees were utilized as sources of infermation., The
larger number of experienced caseworkers on the field staff in Area I
served to minimise the use of the committee in that area. The majority
of the staff there were full-time welfare workers either on loan from
other welfare agensies or were regular empleyees of the Red Cross. As
a result, the staff, in Area I using reseurces readily available,
relied mere upen their own professiensl training and experiemce in
ascertaining case requirements. In Area II and III the larger mnumber
of comparatively inexperiemced caseworkers were encouraged by the field
directors to use the committee members and they did se with much

greater frequency,
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Function Two.

The second stated function is as follews:
To inform the director and spprepriaste staff cencerning
the reactiens of the community to Red Cress disaster relief
activities and advise on methods to bring about better
cemmunity understanding.

In no area was it ebserved that cammittee members initiated
actiens intended te convey to the Red Cross reactions of the community
to the Red Cress disaster relief program or to advise on methods of
fostering better cemmunity understanding. It was the Red Cress
personnel who initiated such activities -- and these were en a2
superficial level, In Area I, the director asked the committee at the
last meeting for suggestions in bettering Red Cross eperatiens in the
future. Respenses were based upon a better program of publicity., In
Area II, the director prodded committee members to offer opinions or
suggestioens in an effort to keep members' interest aroused, In Area
111, where applicants for aid were not coming to the Red Cross im the
volume anticipated, the committee was consulted by the director who was
thereupen informed that "everyone knew about the presence of the Red
Cross and that those needing help had received it", Veluntary epinions
of the cemittee members regarding Red Cross activity were also solicited
'by the Area III director te be sent to the regienal headquarters

Factors contributing to the lew level of achievement were both
motivational and social in nature, With respect to motivatienal
factors, the majority ef committee members in all the areas simply did
net view this function as central te their roles. The fact that the
Red Cross field unit had established lines of communicatien with the

community outside the context of the committee reduced the need to
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motivate the committee to act in this capacity. Further, the operatien
worked against the probzbility that they could be centers of a flow
of favorable and unfaverable public opinion, There was thus little
pressure on the part of the Red Cross organization and on the part of the
community to motivate the committee members to carry out this role,
Social "actors also contributed to the low level of afhievement
with respect to the second function. As previously shown, almost
all of the committee members were middle or upper-middle class whites,
With American communities stratified into ethnic and social status
groups and with communicatien and social interaction between persons of
different status levels andethnic identities tending to be limited te
formal, institutionalized social contests, it is highly questionable
whether the average committee member would be likely to be acutely
aware of the reactions of those in the community outside his own
social sphere, In the case of Area III, there was no evidence that
the committee members who assured the director that all victims were
avare of the Red Cross Scrvices, employed any accurate means of
assessment, Most of the informat ion passed on by committee members
was Lased upon informal relationships within their own social groupings.
As previously stated most of the victims were of the lower social
strata so that full knowledge of their conditien, because of limited
communication with committee members would be tenuous at best. The
very criteria upen which the selection of the committee members is
based strongly tends to preclude the formation of a group which is
representative, It may be posited moreover, that the greater the extent
of ethnic diversity and social differentiation within the community, the

less probability that the committees will effectively perform this functien.
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Funetion Three,

The statement of function three reads as follows:

To assist the director in the solution of problems
encountered in the community during the course of the
relief operation,

During the peried ef research there were no problems of
sufficient magnitude to evaluate the performance of the conmittee
with respect to the third function. Two factors may account for this.
On the one hand there appeared to be no significant descriptive
pz.'oblm involving the cesmunity and the Red Cross field unit, However,
en the other hand it should be noted that the director and administrative
staff are expressly directed to maintain contact with "influential
groups” and to take advsntage of epportunities to explain the “why"
and *how" ef Red Cross activities with these groups. Part of the
director's job is te seek out potential disruptiens to disaster
relief operations, Examples of this may be cited for each area.

In Area I, minor problems involving organizatienal conflict with the
local Civil Defense Unit over their respective functiens and
respensibilities were handled and minimized entirely by the director,
In Area II, problems attendant to the recalcitrant committee member
were handled by the director and his staff with the concurrence of
the remaining comittee members, In Area III, the only preblem was
that existing between the field unit and the local Red Cress chapter
chairman, This problem was resolved by Red Cress staff without any
invelvement of the advisory committee,

Functien Four,

Table X shows the breakdown of activities of committee members
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with respect to function four, This function is stated as follows:

To participate actively in interpreting the Red Cross
disaster relief program to individusls and community

groups,
As can be seen in the table, activity of the committee members

in all three areas centered mainly upon contacts with friends and
acquaintances,
Table X

Activities of Committee Members With Respest to Interpreting
Red Cross Activities to the Local Commnity”

Contacts Area 1 Area II Area III
Spoke to close friends

or acquaintance, 7 6 9
Spoke to disaster victims. 3 2 5
Spoke te business associates, 2 1

Spoke to a group. 2 5

Did not speak to anyone. 2 3 1
Total Respenses 16 12 20

*Thia table is based upon 13 respendents in Area I, 9 respondents in
Area II and 13 respondents in Area III, Multiple responses.

Contacts with disaster victims were restricted mainly te
acquaintances who had suffered loss, ("As a result of my efforts, eur
colered girl got a roef on her house",) Centact with disaster victims
was also“a partial result of general oecupatien orientations, such as
ministers and social workers, Three members in Area I, two members in
Areg II and five members in Area III included disaster victims in

the persons whom they contacted,
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It is impossible to ascertain accurately how effective these
contacts were in interpreting Red Cross activity in the community as
a whole, To ascertain this, one would have to trace the communication
pattern beyond the committee members' contacts, Further complicatiens
in tracing such a pattern would result from the fact that intensive
efforts were made by all three field directors to insure adequate
publicity of Red Cross eperations by maintaining clese contact with
localinavspnpera and other forms of mass media,

Although it would appear that this functien would be most impertant
te the success eof the eperatienal goals of the Red Cress in the lecal
community, extremely few committee members viewed this functien as
important. Only two persons in Areas I and III and three persons in
Area II mentioned this function as an important part of the committee's
duties, Hence, again there was little motivatien to carry out this
function, Furthermore, the stress placed upen secrecy of membership by
all three area directors appears to have contributed to the lew level
of activity in interpreting the disaster relief program te individuals
and community groups., No committee member made an attempt to publicize
his membership. Table XI shows the extent to which the committee
members believed it was known that they were on the committee,
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Table XI

Estimates of Cemmunity knowledge of Membership in the
Disaster Relief Advisery Cmitteo*

To Whom Membership is Known Area I Area 11 Area III
Ne one, or intimates only. 6 3 6
Clese friends, L 1 1

Business associates,

A few disaster vistims, 1 1
Generally known threughout

the community, S 6
Total Respenses |11 10 1

*This table is based upon 13 respondents in Area I, 9 respendents in
Area II and 14 respendents in Area III, Multiple responses,

Community characteristics appear to influence the degree to which
it was generally known that members were serving on the committees, In
Area I knowledge of membership en the committee was mainly confined
to intimates or clese friends, In Area II, five out of the nine
respondents felt that their membership was generally knewn throughout
the community., In Area III half eof the committee members believed that
knowledge of their membership did not extend beyond their clese friends,

Six of the feurteen members however, felt their membership was generally
knewn threughout the community.

Although secrecy of membership was strongly encouraged by the area
directors in order to protect committee members from e:tposure to
individuval demands fer sr;vecial consideration in the granting ef awards,
it would appear that general knowledge within the community of precisely
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who is on the advisory committee would result in greater success in
fulfilling functien four. Net only does secrecy of membership

diminish the probability of establishing a communicatiens network betwéen
the community and the Red Cross unit, but it also ebviates the emergenee
of a streng motivation to carry out his function. So leng as there is

no public identification with the Red Cross, the committee members are

not expesed to community pressures which, with a high degree of
prebability, could be expected to evoke strong motivatiems to actively
articulate their roles'.

SUMMARY

In all three areas, cormittee members were selected mainly on the
baai.a of criteria established by the field directors, Although each
director worked in coeperatien with a selected local Red Cross
functionary, decisions regarding who should serve on the advisory
committee were made by the director. Most of the committee members in
all ef the areas had had some previeus associatien with the Red Cross.
Thus, they were somewhat familiar with the organisatien., Although the
members of the coomittees in each area were drawn frem a variety of
oceupatiens, the vast majority of choices for the committee were in
all areas occupants of upper-middle or middle class, Moreover, they
had suffered little deprivation in comparison to occupants of the
lower strata who were less able to absorb the losses inflicted by

One committee member--a representative of a labor orianization--
related the following: “After I was on the committee, I talked to the
men in the organization, but I quit when Mr, (the field director) said
that if anyene knows who was on the committee, we had told them: so I
thought maybe we weren't supposed to tell anyone”,
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Hurrieane Denna, This, plus the fact that social intercourse was
restricted mainly te persons of similar social status served te
minimize communication with those requiring relief assistance, In
Area I and III the majority of committee members were relatively
shert-term residents ef these areas, Although these committee members
were active in community organizatiens, their comparatively recent
arrival into the lecal communities may have served to further attenuate
their knowledge regarding disaster victims' conditions.

Although labor was represented in Area I and Negroes were represented
in Area III the impertance of these groups was minimized by the complete
dominance of the ether members, Especlially dees this appear te be
so in Area III, The Negro man and his wife on the committee in this
area represented the upper-middle strata of the local Negro community.
Hewever, they did net feel an integral part of the committee, They
attended only two committee meetings, and were mever contacted by
field staff members eutside of the formal meeting, The fact that they
were both employees of an influential person also en the committee
further served to diminish the importance of their representatien.

The cemmittees were largely ineffective in carrying eut the first
feur stated functiens, The committee members en the whole did not
serve to provide a general orientatien to the Red Cross field staff
regarding pertinent community patterris and practises or the economic
conditions of the community, simply because other sources of informatien
were used for these purposes prior te the selectien of the committees,
However, the committees did proevide helpful assistance to casewerkers
in the development ef cases in two of the areas studied, It was noted

however, that the degree to which the comittee serves this instrumental
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functien appears te be dependent upen the sise and complexity ef the
cemnunity and the availability of fermal sources ef infermmtien.

The committees further were not active in keeping the director
and field staffs informed as to the reactiens of the community to the
Red Cross disaster relief program. Two principal factoers sppear
to account for this, On the ene hand, the committee members lacked the
motivatien to carry out this functien because ef its lack of saliency
to them and the fact that their anonymity reduced the forces of
expectandy from the community, On the ether hand, the committee
members were not capable ef carrying out this functien because of their
social distance from representative areas stricken by the disaster and
the lack of training in assessing need requirements, There was no
evidence that the committees were helpful in assisting the director
to solve preblems that arose in the course of the Red Cross eperatien.
This may have been due to either (1) the actual absence of any
problems, er (2) the adequate handling of such preblems by the directer
and his staff, |

The conmittee members did net actively interpret the Red Cress
disaster relief program to individuals and community groups. Several
facters contributed te the lew level of activity in this regard,
Cemnittee members did not view this function as particularly central
to their role expectancies, further, although it is impessible to
trace the final effects, committee members generally restricted their
activities in interpreting the disaster relief program to informal
contacts mainly within their ewn social group which was predominantely
frem the middle and upper-middle class strata, Finally the stress
placed upon secrecy ef membership in all three areas eliminated a2 .
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public identification with the Red Cross, which in turn reduced the
expesure of the committee members te community pressures which would
have forced them to articulate their roles in this regard,

The conmittees then appeared to serve to seme degree an instrumental
functien in carrying out the actual development of cases, However, the
expressive functiens of previding an effective systemic linkage between
the Red Cross and the lecal community appears to have been minimally
achieved.



CHAPTER IV

The Extent to Which the Disaster Relief Advisery Cemmittee
Achieved the Fifth Prescribed Operatienal Goal

Introduetien

The importance of the Disaster Relief Advisory Comnittee is defined
mainly in terms ef its advisory role in disaster relief eperations
of the Red Cress. Thus, an analysis of the fifth stated function
merits separate and detailed treatment, This function is stated as
follews:

To review facts concerning individual families, te
assist the director and staff to make certain that
the kind and amount of assistance recommended utilizes
all resources available to the family, represents a
sound rehabilitatien plan, and is in keepimg with
community and family standards of living,

The weekly meetings of the committee constituted the principal
social context in which the fifth stated functien was intended to be
carried eut, These meetings were the main locus around which advisery
oosmittees’ were centered, That the Red Cross also viewed these
meetings as extremely important is apparent in the fellewing pelicy
statement:

"The bringing together ef the knmowledge and resources
of the local community and the experience and
reseurces of the Red Cress in an advisory committee
meeting is one of the nost1 impertant phases of a
disaster relief operation,”
In this chapter we shall analyse the extent te which the committees

performed effectively with respect to function five., In regard to

! American Natiensl Red Cross, ep cit., sec. 2, p. 51
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this concern, we shall note first the process of accomodatien of the
committee inte the decisien-making precesses of the Red Cross disaster
relief unit, Secend, we shall note how actual committee meetings were
conducted. Finally, we shall present our findings in regard to the

achievement of functien five,

The Process of Accomodation of the Conmittee inte the

Hed Cress Organisatienal Structure

The activity of committee members and Red Cross staff in relatien
te the fifth stated function of the committees centers around the
committee meetings, At these meetings caseworkers present their
recommendations with respect to the dispositien of applicatiens for
Red Cress assistance, The advisory committee is formally vested with
"financial authority" equal te that held by the field eperatiens
directer. Thus, fermally, ne awards can be granted to applicants
for aid without the concurrence of the committee., It is evident that
in erder to insure a smeoth operatisn, the committee must be rapidly
oriented to an attitude of acceptance or neutrality tewards these
standards, As neted in the previous chapter, the precess of selectien
of the committees is intended to insure that radically hostile persons
or persons with a vested interest are not imcorporated into the
committee,

In accemodating the disaster relief advisory committee inte the
Red Cross erganisatienal framework, certain procedures are undertaken
by the director to insure that the cemmittee members are made aware
of Red Cross standards and procedures, As formally stated, the first

committee meeting is held for the purpose of familiarizing the committee
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members with the policies and mede of operatiens of the Red Cross.
Prier te the meeting the local chapter chairman is to be instructed by
the director en how to conduct the meeting., At the time of the meeting
the chapter chairman er, as in areas II and III, his equivalent, introdudes
the director and staff members to the committee members, A committee
chairman is later elected from among the assembled coomittee members,
Alse at the first meeting, the directer outlines in detail the pelicies
of the Red Cross, the ratienale underlying these pelicies and a
descriptien of the functiens expected of the committee members, At this
tixe, a f;w “typical” cases may be presented to illustrate what is
expected of the committee in the way of deliberating upon the cases,

In subsequent committee meetings, the casework superviser functiens
as an intermediary between the committee and the casewerkers., It is her
responsibility te reinforce the caseworkers' presentatien of their
cases when needed, and te explicate the details of the case, It is an
erganisatienal prescriptien that the assistant director in charge of
family service--a functien served by the casework supervisors during the
peried of research--carefully ebserve the committee proceedings and be
prepared to make follew-up contacts " with members ef the committee whe
seem net to accept or to understand the answers given them at the
meting".1

Organization directives instruct the director and his staff to
anticipate any disruptien in the process of case presentatien to the
advisory committee and to plan the presentatien of cases accordingly.

As stated in the Disaster Relief Handbeok, "They (the field director and

assistant director, Family Service) should be aware ef any case to

'Red Croes Disaster Relief Handboek, Sec., 8, p. 3k.
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be presented in which there is an indicatien that serious controversy
mgy arise and should be prepared to take prompt actien if the centroversy
develeps ".1

Should a disagreement arise between the advisory committee and
the field director relative to cases that are within the delegated
autherity of the field diredtor, such cases are, by organizatienal
prescription, to be referred te the area manager for a decision. Should
this decision prove to be unacceptable to the cemmittee, the case is
referred back to the natiensl headquarters with committee z:ocomendations.
In case of further disagreement between the advisory committee and the
higher authority, "final decisiens rest at natienal headquarters, with
full consideration being given to the epiniens and recommendations
expressed by the advisory committee”, As gtated by the Red Cross,
®All financial authority is exercised in accordance with established

policies of the American National Red Cross”.>

Descriptien of the Committee Meetings

In the analysis of the degree to which the fifth stated functien
was fulfilled by the committees, it will be useful te describe how
the meetings proceeded, Although, all committee meetings were not
observed, those which were observed appear to have beem typical enes,
Reconstructien of the nature of the unobserved meetings was accemplished
principally through interviews with the field directors and other Red
Cross staff,

Area 1,

The format that was follewed in the committee meetings in Area I

1Ib1d, sec. 2, p. S3.

2‘[‘oid, sec. 2, p. L2.
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was as follows, The meeting was called to order and chaired by the
committee chairman, The chunu;: first gave the field directer an
epportunity te summarize past Red Cress activities, At this time the
director announced the number of cases handled and the amount of Red
Cress expenditures incurred to the date of the meeting. Following the
field director's presentation, the dominant rele was played by the case-
work superviser who introduced each caseworker, The caseworker, in
turn, presented data bearing on the cases under consideration, including
the recommendatien with respect to the allecatien of Red Cress assistance,
In the presentation of the cases, the caseworker either initiated

the presentation by indicating the nature of the recommendation, followed
by the presentatien ef the details of the case, or presented the detsils
of the case first and stated the recommendatien last, Details ef each
case typically included and were limited to the followingzl

(1) reference to the case by number,

(2) place of residence,

(3) number and age of family members,

(L) occupatiens of family members,

(5) family income,

(6) recent work history,

(7) health features in the family situatioen,

(8) kind and extent of less from the disaster,

(9) expressed needs of the family to recover its
predisaster state,

(10) the ability of the family to participate in its
rehabilitation, (This was expressed in terms of
econemic reseurce accessibility plus other non-
economic facters).
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(11) the caseworker typically stated that in view of the
various factors considered above, “we are recommending"
that a given anount of meney be disbursed to the family
for its rehabilitation,

Following the caseworker'‘'s presentatien of the case, the chairman
would call for questions from committee members concerning the case. At
times the committee members would interrupt the esseworker's presentation
to pese questions regarding the case. Although there were significant
exceptions, mest questions tended to be perfunctory. Questiens that
were posed were answered directly by the caseworker, Where further
explanatiens were required, the casework supervisor became involved,

Not infrequently the field director would also take part in explicating
the details or the general Red Cross pelicies involved in the case,

Fellowing the questions, if there were any, the chairman would ask
for a motion, A motion to approve the recommendation would be made
subsequently. With a second to the motion forthcoming, the chairman
would ask for a vote either by voice or show of hands, Upon completion
of the vote, the caseworker either would begin the presentatien of her
next case or if she had completed the presentatien of her cases, she |
would‘vithdraw by thanking the committee and leaving the meeting roem.

Two meetings were observed in Area I, During the first meeting
all cases presented were approved by the committee, with only a few
questiens asked, However, there was lively discussien over two different
cases which was finally resolved by the field director stating the
Red Cress pelicies involved in evaluating case needs. When the twe
cases were each brou.git te a vote, one member was opposed to the majority
vote of appreval ef the recommendations for both cases,

Ninteen cases were presented at this meeting., Three cases
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represented recommendations for denial of Red Cress assistance to the
applicants. Following the presentatien of the cases, the director
asked for an evaluatien of the committee experience, The question
pesed by the director was with respect to how the committee process
might be improved, Indicative of the committee members'’ evaluations is
the following discussien which follewed the director‘s questions:

Member "A"™ - "All we're doing is approving what you have done,
We're merely accepting come responsibility in case semething back-fires",

Member "B - "I feel this comnmittee was a good thing. It was
wonderful to see how the Red Cross operates”. 4

Member “C" - “This helps the community to know what's going en --
vwhat is really happening”. |

Director - "We're amxious in making this a really interacting
precess., Do you feel this is just a rubber stamp?”

Member "A" - "I think it is a rubber stamp”.

Member "D" - "I place full confidence in the werkers . . . I felt
the decisioen of the workers was the same as mine, I feel I served more
to give a stamp ef approval®,

Member "A" - "That's just what I said -- a stamp, a rubber stamp
or stamp of spproval, whatever it is. I'm not criticizing, but all we
could de was to accept the decisions",

Member “E" - "John, you were no rubber stamp. You voted twice

in oppesitien,

The above discussien was. followed by the director asking fer
advice or suggestiens, Two members responded with suggestions for better

publicity of the Red Cross activity,
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Six days after the last formal meeting, an effort was made by
the casework supervisor and the director to call the committee together
to review the last four cases of the operatien., About half of the
members were assembled., Conspicuously absent were the two most active
members, Three of the cases presented involved recommendations fer
denial ef assistance., All cases were almest automatically approved by
the committee, One member stated, "If you folks have investigated,
ve night as well appreve it'",

A copy ef the Red Cross operations records were turned over to
the lecal chapter chaiman, Expressiens of appreciatien and gratitude
were made by both the Red Cross field directer and the casework
supervisor, These sentiments were reciprocated by the committee members.

Table XII shows the breakdown of the number of cases handled
according to type of case, As can be seen, of thetotal number of cases
considered by the Red Cross in Area I, 608 cases received assistance,
‘l‘we;tty-s:lx applicants withdrew their applicatiens upen being so advised
by the Red Cross er through discovering resources thay were previeusly
unaware had existed, Those cases receiving no assistance, (denials)
after having been completely processed, numbered nineteen. At first
only cases invelving more than §1,000 were breught before the advisory
coomittee for consideration. However, when cases were not as large
as anticipated, this standard was reduced to$500, Only forty-six cases
out of a toatl of 653 were brought before the committee, Although
figures were imcomplete at the time eof the rleaearch, tetal case
disbursements for both the emergency and rehabilitatioen phases was
expected to reach ¥110,000 te*150,000,

Control of the committee process always resided with the Red Cross
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field director, The director was extremely sensitive to any signs ef
dissensien er missunderstanding of Red Cross eperations on the part
of comnittee members and was effective in coping with such instances

in a quiet and capable mamner,

Area 11,

The format followed in the committee meeting observed in Area II
was similar to Area I, There were a few miner exceptions however,
In Area II, the meeting that was observed was opened by the field
director with a few introductory remarks, Mention was made of the past
week's activities with a statement that the meeting was to be the last
one of the Red Cross eperations, The meeting was chaired by the elected
comnittee member in a manner similar to that in Area I,

Present at the meeting were three casework supervisors who were
in charge of the presentatiens of the caseworkers. Thus, each supervisor
introduced the caseworkers, under her supervision, who, thereupon,
presented their findings in a manner similar to Area I, Cases were
referred to by number., However, most of the family involved in each
case was immediately identified by the committee members, Names of the
cagses were furnished by the caseworkers upon request, Characteristic
@uring the presentation ef the cases was the discussien among the
copmittee members of the person involved as an applicant for aid., Almost
all committee members were acquainted to some extent with the applicants,

Of a totai of twenty-six cases presented at the meeting, of which
four were recommendatiens of denial for aid, all but five cases were
immediately approved, These five cases were also approved but enly

after considerable discussion and some signs of discontent. By way of



illustration in which we may notice the mmnner in which the feelings
of discontent were handled by the Red Cross Staff, we cite the following
brief exhanges:

Committee member: "He doesn't need that much to replace the
trailer",

Caseworker: ‘'Well, we‘ve had three separate apﬁraisals on it so
we feel the figure is accurate”,

In another instance:

Committee member: "They have joint ownership., He doesn't ewn the
boat himself”,

Casework supervisor: 'Well he says he does hut we could investizate
more",

Further example:

Committee member: '"This guy gets nothing while the fishermen
get everything, Those guys (fishermen'are bums., Why not help one
of these boys. They work hard",

Casework Superviser: "We have to consider each case on its own
merits rather than compare them with other cases",

Caseworker:_"We will see that he gets help in applying for a
S B A (Small Business Administration) loan",

As can be seen in the above illustratiens, each potentially
disruptive situation was met by a show ef competent, though not
antagonistic, reruttal,

The place of the meeting was a conference room, with the committee
members seated around a large table and the Hed Cross caseworker
and the cssework supervisor at one end of the table, The field

director sat to the side of the group, Caseworkers waiting to present
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their cases sat at one end of the reom. Committee members present at
this meeting were seven men and one woman, The cemmittee meeting was
closed by the field director with a brief summary ef the Red Cross
operatiens in Area II and an announcement that the Red Cross would seen
clese eperatiens in the area,

In Area II, all cases involving sums over £500 were brought before
the committee, As can be seen in Table XII the prepertien ef cases
presented to the cormmittee in Area II was censiderably larger (110
cases oeut of a tetal of 535) than that in Area I, Only seven cases in
Area II were denied aid, Feur cases were not yet completed at the time
of the research, Of the tetal number of cases, 511 received assistance.
There were thirteen withdrawals of applications for aid. Tetal Red
Cross expenditures for case awards in this area came to‘lS0,000 during
the rehabilitatien phase and ¥116,280 was allocated for emergency

assistance,

Table XII
Tabulatien of Cases Handled by the Red Cress Disaster

Field Units

Breakdown Area 1 Area 11 Area III
Total Number of Cases 653 535 Sil
Number ef cases receiving

assistance 608 s L68
Number eof veluntary

withdrawals 26 13 L2
Number of denials 19 7 L

Number of cases brought before

the advisory cemmittee L6 110 83
Percentage of cases breught

before the advisory coammittee 7% 20.5% 11174
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Area I11.

Two meetings held during the last part of the Red Cress operations
were ebserved in Area III, Again, the general format was similar te
that fellewed by the meetings in Area I. In the meetings observed, the
committee chairman teek charge, calling the meeting te erder, asking fer

any announcements and, finally, turning the meeting proceedings over
to the casework superviser, Prier te the presentatien of the cases,

the field director gave a summary of Red Cross eperatiens and future

plans fer the field staff's withdrawal,

Cases were presented by number and name in a manner similar to that

in the other areas, In the first meeting observed, recommendations were
passed in a more or less mechanical fashion, with only a minimum of
discussien. At least one committee member was familiar with each case
presented, One case was presented which had been considered at an earlier
meeting but had been re-investigated by the Red Cross after considerable
committee oppesitien had be expressed, Although the recommendation
had not been changed at the time of the second presentatien, the committee
was satisfied with the recosmendations after being told that the case
had been reinvestigated,

At this meeting, 21 award, and three denial recommendations were
presented to and approved by the committee., Only those cases involving
sums above ¥ 000 were considered in detail by the committee, In addition
to the 2L cases so considered, these involving sums between ¥ 500 and
’1000 were merely read eff by the casewerk superviser. The name of the
family involved in the case, the sum involved, and the recermendatien
were indicated, In the meetings eobserved, unless questiens en specific

cases were raised by the committee, these cases were approved en masse,
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This meeting was closed by the area director. He cited the number
of cases handled and the amount ef aid disbursed, He alse amounced the
time and place of the last "clean-up” meetinz ef the advisery committee,

As in the ether areas, the committee members were seated around
a large table, with the casewerk supervisor and her subordinate
casewerker at ene end of the table, The field director sat at a
separate desk te the side of the group. The casework superviser
played the main role in representing the Red Cress to the committee
members,

The final conmittee meeting in Area III sgain followed the general
fermat of the ethers, All cases were quite rapidly appreved, Hewever,
there was one notable exceptien. One case, presented a second time
because of a readjustment in the recommendatien for the use ef the
granted award, provoked censiderable discussien. Although the
discussien became quite lively, the casework supervisor and the
casewerker defended each aspect of the recommendatien by citing facts,
figures, community ordinances and seurces ef their information. A
vote of acceptance was finally completed, but not without seme
dissatisfactien exhibited by several individuals en the committee,
During this last sessien, twelve cases were presented, of which one
was a recommendatien fer denial ef aid, A list of recommendatiens
invelving sums between #500 and #1000 was read by the casework
superviser and all were appreved by the committee members. The meeting
was clesed by the director whe cited the total number of cases handled,
types of cases, and financial expenditures ef the Red Cross in the
field eperation, Expenditures amounted te #39 »350 spent during the
emergency phase and # 130,047 during the rehabilitatien phase ef eperatiems,
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Again, noting Table XII, it can be seen that of the total of 514

~ cases considered by the Red Cross unit, only 83 were brought before
the committee. Families receiving assistance numbered 468. Four
families were refused assistance and 42 applicants withdrew their
requests before processing had been completed.

As & result of the observations of committee meetings in the three
areas, certain generalizations with respect to the mode of operations
may be cited. First, the manner in which the committee meetings were
conducted remained consistently the same in all the areas. Details of
cases were presented in routine order, explication followed when needed,
‘and recommendations of the.Bed Cross caseworkers were subsequently
approved.

Second, of the total number of cases which the Red Cross relief
unit acted upon, the porcenfage brought before the committees was
extremely low. The number of cases presented to the committees was
arrived at arbitrarily. In Area I when it was apparent that case
awards -above $1,000 were not numerous enough to warrant a weekly committee
meeting, the level of consideration was dropped to $500. All cases
above $500 were presented before the committee in Area II. In area
I1I, cases were individually considered where recommendations were in
excegs of $1,000, They were approved en mass where awards totaled between
$500 and $1,000,

Third, iz no committee meeting were the recommendations of case
awards not approved bty the committee members, In instances where the Red
Cross reinvestigated questionable cases, the initial recommendations
were not changed and were subsequently approved by the committee.
Questions that were raised in regard to specific cases by committee

members were mostly perfunctory in nature and did not exhibit much
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insight inte the intricacies ef casework precedure.

Feurth, in all areas the casework superviser played the dominant
role in explicating case details., Policy interpretatiens were handled
by the area directors. The elected committee chairman functioned enly
to call the meeting te erder, call fer vetes of approval and call fer
& motien te adjourn.

Fifth, in all areas, signs of disruptien te committee meeting
proceedings were net.allewed te mature te outright hostility. The
administrative staffs made every effert to insure that amicabdle
relatiens prevailed,

From the above findings it appears that the committees were made
dependencies of the Red Cross disaster units, and as such eould
exercise little power in influencing Red Cross disaster eperatiens,

In no instance did the elected committee chairman exercise his
autherity during the meeting except in the maintenance ef parlismentary
procedure, In all areas, signs of disruptien te meeting preceedings

eor disagreement with erganisatienal policies were effectively handled
by the Red Cress staff, The follewing methods ef contrel were
empleyed by the Red Cross field staffs to insure that the lecus of
power remained with the Red Cross erganisatien.

First, upen initial centact with the cemmitiee members, elaberate
precaedures were takean to carefully indectrinate them with erganisatienal
policies and mede ef eperations ef the Red Cross disaster relief
pregram. Further, continued efferts were maintained by the administrative
staff to discever any petential disruptiens en the part ef the cemmittee
to erganisational precedures, ‘

A second method ef contrel was the manner in which the cases were
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presented to the committee, Generally, case presentatiens were highly
develeped and were repidly presented with impressive citatiens of
facts and sourees of infermatien. Cenfronted with such a presentatien,
comittee members could hardly sttempt more than an occasional comment..|
A third, and perhaps the most impertant, methed of cemtrel was the

rols played by the ares director during the meetings., The director

helped maintain control by explaining precisely why methods ef Red Cress
relief eperatiens se dictated the case recommendations, Case presentatiens
were pretected from potentially disruptive attacks by jeining forces with
the superviser in either explaining the details of the case or in
announcing that the case would be considered for further review, In
suppert ef the directer was the "buffer rele” played by the casework
’euperviaor. In this regard, the supervisor often played a rele of
arbitration between the committee and the casewerker, either defending

the caseworker's presentatien or stating that the committee's suggestiens
would be further considered in reviewing the case a second time, The
combined efforts of the director and the casework supervisor provided

an effective means ef deflecting implicatiens from the committee that

the caseworker may not have presented a sound rehabilitatien pregram

for the ease undsr consideratien,

Becausz the committees were so carefully controlled by the Red

Cross field staffs it was virtually impossible for them teo carry out

their prescribed functien of assisting the director and staff "te make

'Although all cormittee members were given paper and pencil te
record needed information as an aid in their assesment of recommendatiens
almost none eof the members bothered to use them, Those vho made an
effort to do se seon discovered that it was quite impessible to keep up
with the delivery of the cdases., Attempts by the researcher to note all
of the significant aspects of cases were similarly frustrated,
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certain that the kind and smount ef assistance recommended utilizes all
resources available te the family and represents a sound rehabilitatien

plan”, Such planning was done solely by the Red Cress, and the committee
was effectively prevented from altering any part of it.

Perceptiens ef the Cemmittee Members Regarding Functien Five

In suppert of eur conclusiens regarding the degree of achievement
of the fifth stated functien we shall note the degree teo which the
committee members were awvare that they were effectively prevented frem
carrying eut this functien., Committee members were asked whether er
net they felt the cemmittee was effective in advising the Red Cross
in the granting ef awards to applicants for aid., Table XIII presents

the respenses.

Tabls XIII

Cemmittee Members Evaluatiens ef the Effectiveness eof the Cemmittee
in Advising the Red Cress in the Granting ef Case Awards

Evalution* Area 1 Area I1 Area II1

Highly effective 1 1 1
Semevhat effective 1 1 |
Only slightly effective 3 L L
No effect 8 3 8
Undetermined 1

Totals 13 10 1

*The categories of evaluatiens range from the enthusisstic respense
regarding the highly effective role of the committee, to a belief that
the coomittee was effective but uncertainty in what way, te some
reservations about the committee effects, to absoutely ne effect.
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Notice that only one committee member in each area felt the
committee was highly effective in influencing Red Cross decisiens,
Although twe ef these three respendents felt the Red Cress could
eperate without the committee, one felt it was highly effective in
giving a "psycholegical effect" te the caseworkers, while the second
respendent felt the cammittee helped te expedite casework precedures.
These whe felt the committee was somewhat effective cited a few instances
when they felt the committee was able to force the Red Cross to
reconsider a few cases,

In Area I, eight of the thirteen respendents felt the committee
had ne effect en the granting of case awards, In Area II, six out ef
the total ef 10 respendents felt the co-'.l.tte_e exercised their influence
in forcing the Red Cr-;u to reconsider a few cases. One respendent
did net commit himself on the issue, In Area III, eight of tourteen
felt the cemittee had no effect on the Red Cross award decisiens, Fewr

nembers felt the committee was only slightly effective,

The reasens accounting for the members' evaluation of committee
effectiveness are based on both positive and negative orientatiens to the
management of the relief eperations. Although mest conmittee members
felt the committee was net very effective in advising the Red Cress,
they viewed this only as a result of the Red Cross erganizatien
being se capable that there was little the committee could do to impreve
upen the operations of the organizatien. To illustrate, notice the
fellewing respense as to the effectiveness of the conmittes: “I don'‘t
think so. They had the training for this sort ef thing. Our only
value was as moral suppert., Actually we didn‘t knew what was going on.
It was beautifully handled though",
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To a much lesser extent, committee members were negatively
oriented toward the Red Cress, only seven ef the tetal of thirty-eight
committee members exhibited negative orientatiens. In this respect,
the committee members felt the organization cempletely ignered the
petential value of the committee, The follewing was typical of this
attitude, “After I'd gene to the first three er four meetings, I felt
it was just routine., A questien would be raised, and bang! -- they start
eut with Red Cress policy, standards and all that, Take the crawfish
traps. We tried to tell them that m&dy strung out that many any mere,
But they came right back and queted licenses, regulations and every-
thing . . “.

It is spparent that committee members themseives did net view the
committees as performing very effectively the function of advising the
Red Cross staff concerning case recemmendation, However, en the whole
this did net result in antagonistic feelings en the part ef the members
toward the Red Cross. As will be seen in the next chapter the Red
Cross, as an erganisatien, and the committee experience were quite
faverably evaluated by cemmittee members., The extent to which the Red
Cress staff viewed the effectiveness ef the cemmittee with respect te
function five will next be cé;midered. |

Evaluatien ef the Advisory Cemmittee by Red Cress Administrative
Persennel en the Lecal Disaster Relief Operatien

In the three areas studied, when asked what factors contributed te
a “good committee”, the directers replied in terms of preper selectien
of members and adequ ite orientatien to organizatienal policies. In all

areas the need fer adequate control ef the cemmittee was either explicitly
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mentiened or alluded te, In Area I, the directer stressed the need for
“patience in accepting an epposing view, follewed by carefully

explaining ef the case in terms meaningful to the disendent's background“,

The Area II director expressed his views a bit more bluntly, “If I can't
centrol the committee, I might as well quit“, The directer of Area III
stressed the impertance of adequately interpreting Red Cross policies

to the committee as a means for gaining their ceeperatien.

A1l the area directors stressed the importance of keeping the
committee actively involved in case deliberatien., The director ef Area 1
stated that it teek at least three meetings befere interest en the part
of the cemmittee was "activated”. He stressed that he did not want the
conmittee to beceme a “rubber-stamp” but that the committee members
should be made to feel that “they, as members of the community, had
a share in casework deliberations”., The directer ef Area II stated
that ence the committee feels it serves only a “rubber-stamp” functien
“there is danger of ‘committee members fesling that they have somehow
been tricked inte merely appreving Red Cross activities *,

In contrast to the Area I directer, the Area III director
reperted that during the early meetings, the ccomittee is usually quite
active in casework proceedings. He noted however, that there later
develeps a tendency te merely acquiesce in Red Cress decisions, He
attributed this tendency to the "trust built up in Red Cress operatiems.®
Nevertheless, this directer felt that the committee should be kept as
active as pessible, fer the benefit ef the Red Cress fielac unit,

Evaluatien of the specific committees in each area were, in the
main, favorable. The Area I director expressed satisfactien with the
committee except for one member who did net know or seem to understand
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the pelicies of Red Cress. The Area II director held a faverable
evaluatien of the committee in his area in terms ef his conceptien ef the
purpese of the committee, In Area III, the direétor stated that he
didn‘t have much need fer the committee in terms of gathering informatien
about the overall community, but he felt it functiened favorably in
festering geed relatiens with the community,

In Area 1I, the casework supervisor felt the cenmittee was somewhat
difficult te deal with because of the intimate nature of interpersonal
associatien within the community. As she stated, "Down here, these
peeple know everyone and their business, It's hard to make them under-
stand eur standards, They tend te be teo subjective®, She further stated
that toe much familiarity with the applicants too frequently led to
invidious comparisons of the applicants. The casework superviser in
Area III felt that the cornmittee was "better than seme”, Her evaluatien
was based en the amount ef interest shown by the committee members
toward Red Cross activities during the rehabilitatien peried,

The degree to which the committee exercised pewer was discussed
with each of the directors and casewerk supervisers., The director
of Area I was asked whether he kmew of any case in which the cemmittee
changed or ever-ruled the decisiens ef the Red Cress regarding a case,
He could think ef none, except in a different disaster in which he had
been an area directer. It was stated by the Area 1 directer that tee
many instances of disagreement over case decisiens between the committee
and the Red Cress reflects unfavorably on (1) the competence of the
director and his staff, (2) the selectien ef cermittee members, er (3)
the orienting of the committee members,

The directer of Area II cited specific instances in ether disasters
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where chaes develeped as a result of a directer having lest control of
a committee, either by asserting his control in teo authoritarian a
manner or by not having exercised enough control in the beginning
stages of the committee's erientatien. In no case in Area II did the
committee’s deliberations change the Red Cress staff’s recommendatiens,

The director of Area III stressed the impertance of the committee's
petential pewer., The cammittee was viewed by him as a representative
body of the community upen which the success of Red Cress eperatiens
was dependent., Success was viewed in terms of acceptance of Red Cress
goals and the means of achieving its goals.

One casework supervisor felt the committee in her area didn‘'t
actually realisze its power petential insofar as helping to decide the
cases. However, later in the interview, she stated the follewirg;
"Well, if you want my ewn personal epinion, it doesn't actually have
or share equal responsibility with the director., I would say that if
it did have that much povWer, the director would be on very shaky ground.
I suppese, in the end, Red Cress has the final auvthority”. The
casework superviser in Area III questiened whether the cemmittee ever
realised just what it means te “share financial respensibility”, As
she stated, "the ccmmittee has ne recourye, but the Red Cress dees”.

It is apparent that the evaluatien of a "geed" committee is,
according to Red Cross administrative staff persemnnel, one which is
active, but in the context of erganisational controls. Active suppert
of erganizational pelicies appeared te administrative staff members te
be a result ef successful erientatien of the committee te organizatienal
pelicies, An apathetic committee was considered hard to assess and

thus was viewed with come anxiety.
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It is further apparent that the Red Cross personnel were well aware that
the conmittees were in fact controlled by the Red Cross., The pua:l.i:ility
of a coomittee existing without adequate controls was viewed as
threatening te the entire administrative structure of the Red Cross
field staff,

Summary

In assessing the degree te which the comittees were effective
in assisting the Red Cross director and staff in fermulating adequate
rehabilitatien plans for disaster victims, it is concluded that they
generally were net effective, They almest completely failed te perform
function five. In no instance, was the cemmittee responsidble for
significant changes in case recommendations nor did the committees
exert sufficient influence to change organizatienal standards of
evalugtien in the develepment of the case, or in the executien eof
erganisatiensl pelicies, Case develepment and recemmencatiens were
done solely upen criteria established by organizational prescription amd
in ne instance were these criteria medified,

In the main, two factors appear to have contributed to the lew
level of achievement with raspect to function five, These were (1) the
limited abilities of the committee members to accurately assess the
rehabilitatien plan required for an applicant for aid, and (2) the
methods ef contrel employed by the Red Cress to restrict the influence
or power of the committee members,

With respect to the first factor, the organizatienal criteria for

the selection of committee members resulted in choices of persons whe
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were not antagenistic te the Red Cress, who had ne vested interests at
stake er who were net themselves applicants for aid, These criteria
contributed to make the cosmittees virtual dependencies of the Red
Cross relief erganisatien. As such, they were relatively pewerless
in decisien-making activities, Further, the secial distance between
victins and committee members prevented an intimate knewledge ef the need
requirements of disaster victims, This was in spite of the fact that in
the smaller commities, the names and reputatiens of families were
froquenf.].y knewn te one er mere committee mexmbers, As ene member states
*“In several cases we thought we kmew the eases but the casewerkers
turned up facts we knew nothing about.” In the larger cemmunity studied
committee member' lack of knowledge cencerning available family reseurces

was even more evident, In contrast te the cemmittee members, the Red
Cress staff, threugh its casewerk investigation and formal agency centacts,
did have a clear understanding ef the reseurces available te families.
Frem the evidence gathered, it is apperent that both Red Cress persomnsl
and committee members, generally, recegnised this situatienm,

Since the committee members were not trained in social casewerk,
they could scarcely be presumed te knew if the recemmendatiens of the
Red Cross caseworkers represented a sound rehabilitatien plan, Only
under cenditiens of gressest errer en the part ef the caseworker and
the ‘suporv:lury staff could it be expected that the advisory cemmittee
members might serve a significamt functien im this respect, Beth Red
Cress persomnel and cammittee members, in general, recegnised this alse.

Besides the facter of the limited capabilities of committee
members, erganisatienal contrels further prevented their achieving

the fifth stated function. Local standards ef evaluatien were not
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permitted in the process of allocating er denying awards, whenever
these local standards were at varience with those of the Red Cress,
A peried of orientation and indectrinatien eof the committee members
te the erganisatienal standards of evaluatien and mode of operatiens
was initiated by the field staff prier to any actual presentatien eof
cases recesmendatiens te the committees, These standards, mere univer-
salistic in nature, were clearly in oppesition to local particularistic
means of evlauation.1

During committee meetings the Red Cress administrative staff
actively engaged in defending its recommendatiens whenever these were
questioned by committee members, Often, where instances eof disagreement
developed, the Red Cross was able te counter attacks upen its mede of
eperatiens by either citing seurces of mutually recognised authority
in suppert of its position er by withdrawing the contreversial case
and snnouncing it would seek more facts regarding it, The arcusal of
centroversy over a particular case was viewed by administrative staff
personnel as being mainly due %o faulty casewerk precedure and presentatiem.
Centrol of the committee, then, was also effected by a show of competence
on the part ef staff personnel, This minimised any cause for questien
of casework procedure,

That the Red Cross field personnel were cognizant that the committee
in fact was rigidly controlled was apparent from the data., Among the
administrative staffs, all held the effective contrel of the committee

1Ona committee member was cognizant of the differences in the
standards of evaluation, When asked how he evaluated his committee
experience he stated, "Well, if you can adjust you thinking to Red
Cross it was O.K, It takes time though, Seventy-five percent of the
applicants wouldn't be able to get help frem any one else!"
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te be tantamount te a “geod” committee, In the main, the committee

members were also aware of the limits of their influence, This was

viewed as a result of the complete competence of the staff which did
net require the services of the conmittee, and as a result of evert

means ef centrol imposed upon the committee by the tield staff,

It is apparent then that the committee exercised little or ne
pover over the process of deciding case allocations er the withholding
of allecation, The fermal statement that the committees held authority
equal to that ef the area director simply did not hold in the real
situatien., The assumption of suthority by the committee equal te
that of the area director would certainly pose grave threats to
successfully carrying out a disaster relief eperation by the Red Cross,
As has been previously shown, the Red Cross is aware of this fact
and as a result, organisational directives instruct the administrative
staff to be aware of any signs of dissident and unaccepting attitudes of
committee members, The administrative staffs were quite aware of such
possible preblems and toek precautionary steps te maintain control

over the cemmittees,



Chapter V
Unstated Functiens ef the Disaster Relief Advisory Committee

Intreductien

It has previocusly been ‘shovn that in each of the three areas under
consideration, the Disaster Relief Advisery Committee was comparatively
unsuccessful in achieving the functiens fer which it was estensibly
created, Further, the Red Cross field staff and the committee members
were avare that the committee failed te perform its stated functiens,
However, as will be seen, the existence ef the committee was firmly
defended by the Red Cross field staff. It is apparent that the committee
served, er was intended te serve functions other than those formally
stated, These appear to be latent functiens. Latent tunctions have
been defined as actual consequences of a social pattern not culturally
prescribed, In the context of organizational analysis, the use of the
term "latent” may be considered to include those functions which are
net officially stated, Fer the follewing analysis the scope of the
concept has been broadened to include those functiens that may be
either intended or are unintended, These functiens may be recogniszed
oer unrecognized, It is the absence of formal statement of these
functiens that defines them as lat.en't«.1

Two levels.of analysis are spprepriste in considering the latent

functiens of the advisory committee., Omn the level of the Red Cross

1(‘:ouldncr, Patterns ef Industirial Bureaucracy, op cit., p. 25,
As Goulcner states, "it is eften difficult te determine whether the
actor recognizes er intends certain consequences. . .". Hence in
organizatienal analysis, the delineatien between manifest and latent
functions must rest upon efficial statements of pelicy.
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Disaster Service, certain factors directly related to its:-pesition in

the organizatienal hierarchy appear to contribute te an unierstanding
of the defense for the existence of the committee, On the level of the
tetal organization of the Red Cross certain factors appear to centribute
to the contimued existence of the committee as part of the general
operatienal policy. The cencern in this chapter is centered upon

these two levels of functienal analysis, After reviewing the

factors contributing to the committee's failure to perferm its stated
functions, the extent to which it's existence was defended will be
neted, This \!111 be fellowed by an analysis of the latent functiens

of the disaster relief advisory committee,

Factors Acceunting for the Low Level of Achievement of
the Disaster Relief Advisory Committee

As previeusly shown the success of the committee in carrying eut
its prescribed functions in each of the three areas was minimal, With
respect to the étated expressive functiens, the committee failed te
keep the Red Cross field staff informed of community reactiens because
there were no cormunity er erganisational demands prompting such
activity. Social distance of the cormittee members from qther relevant
sectors of the cemmunity further 'prefented a realistic assessment of
community reactiens, The committee also failed te interpret significantly
the Red Cress operatien te members of the community., This functien was
not viewed as central to their role expectatiens, The members'
comunity centacts did net extend beyond their immediate friends and
acquaintances, ' ‘

The evaluative functiens of the committee were similarly
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incensequential in the Red Ress relief operations. These functions were
te advise the Red Cross field staff in the granting ef awards so that
an adequate rehabilitatien pregram consistent with lecal comsunity

and tamily standsrds was administered, The limited abilities of the
camittes members te assess the actual meeds of the applicants fer

aid and the contrels exerted upen the cesmittee by the arganizatien
prevented the committee from carrying eut these functiens.

In regard to the stated instrumental functiens, there was ne
evidence that the committes helped te solve preblems that were expected
te arise during the ceurse of the relief eperatieas. Further, the
committee did not serve te orient the field staff to lecal community
conditiens. This was simply because ether sources were used fer this
purpese prier te the selectien of the committee members,

There was seme evidence, hewever, that the committee did provide
some assistamce te caseworkers in the develepment of the cases, This
was true in twe of the thrée areas studied. It was posited that the
extent te which the advisery committee is used fer this purpese is
dependent. upen the size and complexity ef the lecal cemmunity and the
availability ef lecal efficial seurces of infermatien.

It was peinted eut in Chapter IV that both the Red Cross staff
and the cemmittee members were aware that the cermittee was not
effective in achieving the stated functiens. Especially was this true
with respect te carrying .out the evaluative functienms. .Despite this
fact, hewever, the existence ef the cemmittee as part ef Red Cress
eperatisnal precedure was faverably viewed by the field staff and the
cenmittee w.
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Attitudes ef Red Cross Disaster Yersonnel Toward the
Inclusien of the Disaster Relief Advisory Committee
in Operatienal Precedures,

A1l of the three disaster area directors viewed the existence
of the advisery cermittee as an added measure of insuring that the Red
Cross achieved legitimatien in the h'cal community. Although the Area I
directer believed that the cemmittee was not influential im deciding the
outcome of disaster relief cases, he felt its imaclusien in Red Cross
eperatiens was necessary, He viewed the committee as a means of
fulfilling an ebligatien ef the Red Cross te its supperting censtituency.
By allewing members ef the lscal cemmunity te ebserve the mammer in
which the Red Cress handiod and disbursed its denated funds, the
cemmit tee was regarded as previding assurance te the cemmunity that the
Red Cress was an erganisatien of respemsibility and integrity.

The directer of Area II felt that the committee was te seme extent
an encumbrance upea the disaster relief astivities, Although he felt
the comittee served te fester favorable epiniens in the lecal cemmunity,
he questiened its effectiveness in actually accemplishing this purpese.
He suspected that there was little continuatien of identificatien Wi th
the Red Cress or active support of it after the Disaster Service unit
had left the community.

The directer ef Area III viewed the inclusien of the committee
as an effective means of promotiag a goed Red Cress “image", He
further felt that the comaittee previded assurance that Red Cress

relief eperatiens were acceptable te the lecal community.
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The casework supervisers expressed many of the same notions,
regarding the pelicy that there be a commnittee, as the area directors.
In additien to these notions, the supervisers felt the committee was
necessary te insure preper adherence to case development precedures,
Approval by the committee of case recommendaetiens was viewed as lending
suppert te the supervisers' ewn decisiens. Caseworkers viawed the
committee as an iupomnt part of the relief operations because it
previded confirmatien for the adequacy of their case develepment, The
success eof erganizatienal operati‘ns was viewed as contingent upon |
committee acceptance, Alse, the committee represented an accessible

means of gaining informatien when other sources were lacking.

Factora Accounting fer the Defense of the Disaster
Relief Advisery Cemmittee by Disaster Service
Persennel
In order to understand the factors contributing to the defense of

the committee on the part of Disaster Service persennel, it is necessary

to. examine the ramificatiens invelved in the roles of these persens in
the Red (ross' bureaucratic structure, At the Disaster Service level,
two main role functiens were extant; the managerial role of the disaster
area directers and the prefessienal reles of the caseworkers, casework
supervisers and other sbeci.alizod functienaries, At the managerial
level the main job erientation was directed teward keeping the relief
program consistent with organisational pelicy. Disaster area directers
were expected to adhere to the prescription that there be a comittee,
It was their respensibility to maintain the disaster relief pregram en

a basis defined by Red Cross pelicy and Red Cress values, At the
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prefessienal casewerker level, cencern was directed teward carrying eut
preper casewrk precedures, The comittee was censidered a necessary
means te insure casewerk precedures, The committiee was censidered a
necessary msans te insure that prefessionally develeped case recemmend-
atiens were acceptable te perceived representives of the lecal cemmunity,
It represented an additienal erganizatienal prescriptien ef particular
impertance in the develepment ef cases involving large sums ef
financial aid,

As buresucratic functienaries, the directers and the casework
persennel were cencerned with adequate rele fullfillment., Jeb
security in the centext of the larger erganisatien ef the Red Cross
demanded that they conform to established pelicy. Thus, the cemmittee
was included in the rele defimitiens ef members of the Red Cress field
staff, Invelved in successful rele fullfillmenmt was the internalisatien
of erganizatienal values, The degree to which Red Cress values were
internalised by the field staff was reflected in the streng defensse
of the cemmittee's existence, In this regard, the attitudes ef area
directers and casewerk persennel converged., The sgignificance ef the
connittee te these field personnel reached such prepertiens that it was
viewed as an end in itself, rather than as a means te better facilitate
relief operat.:lons.1 Acceptance of eperatienal precedures by the committee
represented almost automatic preef to the field staff ef successful
rele fulfillment.

"The degree to which this prescriptien was internalized as a value
in itself was exhibited in almest every interview with Disaster Service
personnel, In the initial stages ¢f the interviews, Red Cress personnel
defended the cenmittee selely in terms of the stated functiens, It was
only after censiderable prebing that they permitted themselves te

respend accerding te their ewn personmal perceptiens.
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The defense of the committee thus appears to be a direct eutgrowth
of the bureaucratic structure ef the Red Cress, An effective bureaucracy
demands that there bemliability of mespense and strict devotien te
regulatiens, Hewever, such devetien to rules may lead te their
transformation inte abmlutets.1 The resulting sentiments fester an
undue importance upon precedure te the extent that they gain tremendeus
symbolic impertance to buresucratic functienaries. The advisery
cemmittee, because it was a part ef erganizatienal pelicy thus gained
this impertance. Internalizatien ef erganisatienal values and sentiments
of devetien resulted in an almest complete identificatien with the
goals ef the Red Ceves. MNet enly was this expressed in the cencern fer
the success ef eperatienal geals, but alse in the cencern fer the
leng-range geal of viability. Orgamisatienal prescriptiens, because
they were part of organisatienal pelicy; were seen as beneficial. The
comxittes's existence was detended net on the basis ef the functiens it
perfermed fer the individual Red Cross worker, but rather upen its
contributiens te the futherance ef erganisational geals, Because the
comittee was viewed as an accurate representatien of the lecal cemmunity
accaptance of eperations] precedures by the committee members was viewed
as necessary for the mainténance of envirommental suppert fer the Red
Cress.

In sumary it can be seen that facters contributing te the defense
of the cenmmittee were directly related to the inherent nature ef the
buresucratic ferm ef erganisation. Cenoern fer adequate rele perfermance
by Disaster Service personnel resulted in a transfermatien of means
inte abselute . The committee was viewed as beneficial largely because

Tnorton, op cit, pp. 200-202
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it was prescribed by erganizational policy. What Merten terms
“santificatien” ef rules by bureaucratic persemnel may turther result
in failure te initiate needed innovatiens fer the organisatien.

In the case of the field staff the santificatien ef the rule that there
be a comittee prevented Athe.;l frem considering alternatives to it,
These tactors however, do not explain the existence of the erganiszatien
prescriptien itself. Fer understanding of this the unstated but

intended functiens of the cemmittee fer the total organizatien must
be analy zed,

Principal lLatent Functiens ef the Disaster
Relief Advisery Ceommittee

It is apparent that certain unstated functiens must account fer the
organisatienal prescriptien that there be created advisery cemmittees,
In view of the relative inaffectiveness ef cemmittee performance with
respect to their stated tnnctions? the whole idea of the cemmittee
device makes very little secialegical sense without considering these
unstated functiens, Two rrincipal latent functions are posited here
as the principal reasens fer creating such committees. These functiens
are as follews:

(1) To serve as a device fer the cooptatioen of

petentially pewerful and disruptive eppositien
to erzanization er to its marner of carrying

out the relief eperation.
(2) Te serve as 2 device for meeting criticism
er attacks on the erganizatien er on its
' manner of carrying eut the relief eperatiens.
Since thesa functiens are not incerperated in farmal pelicy

statements pertaining to the conmittee, it camnet be assumed that they
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are consclously held er shared by all persemnel in the Disaster
Service er by these working im the disaster areas which were studied.
The staff interviewed did net have a clear conceptien of these functiens
and, in fact, rather strongly tneded to reject such notiens, Although
the fact that mest ef the staff members interviewed agreed that the
committee was intended to serve a “public relatiens” functien, this
conception, elthough cemprehending the two unstated functiens indicated
sbove, is tee bread and unanalytic te be ef great utility in understanding
the cammittee. By analyzing the additienal unstated functioens, it is
hoped that what appears to be an area of confusion mesulting frem
unstated pelicy may be clarified, If in fact, these unstated functiens
are smong the primary mea of the committee then its relative
ineffectiveness with respect te the stated purpeses takes en different
significance.

The pesiting ¢f the first principal latent function of the committee,
that of ceepting potentially pewerful and disruptive oppositien, is based
upen the Red Cross extreme cencern for extablishing legitimacy in
lecal commmnities, Coeptation represents a maneuver designed te mitigate
threats te the organizatiens existence, Since the fermal authority of
an erganization--particularly a voluntary erganiszation--may fail to
reflect the true balance of pewer in the comhi'cy, ceeptatien prevides
to obviate the potentiality of obstructien arising from enviremmental
forces. By incerporating neutral er hostile elements inte the
administrative structure, the erganisatien is able to maintain
contsct with these elements and, thus, is better able either te reduce
their petentially disruptive effects or to win these elements over te
the ends ef the erganizatien, The actual sharing of pewer by the
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the organization with the ceepted elements is net necessary. The mere
inclusien ef these elements into the structwre of the organizatien may
suffice, The ultimate goal of such a device, then, is to share enly

the public symbels snd administrative burdens ef authority, and conse-
quently public respensibility, without any transfer of substantive pewer.

The device of ceeptatien is net without its dangers, With the
decisien making body expesed to envirommental elements, it becomes
necessary in the interests of the organisation to insure that the
coopted elsments do not get beyend organisational contrel and thus
jeopardize the er:anisatien's prercgative to decision-making. The
administrative bedy ef an erganizatien empleying the device is under
constant tnesien as a result ef providing the ceepted elements with
. apparently important duties while at the same time controlling the
petential threat to the ccntimuity of lesdership and organisational
pelicy.

Because of the relative unfamilisrity with the loci of pewer in
the lecal cemmunity, the Red Cross faces unique problems as a veluntary
relief organisatien residing in the cemmunity on a comparatively short
term basis., Specific hestile elsments cannet be identified easily
prier to their show ef hostility, amnd hence, masy net be incerperated
inte the disaster relief unit from the early stages of its activities.,
The appeintment of the committee is based en what the organizatien
perceives as petentially influential elements in the cemmunity. The
act of selecting and installing the committee appears to provide a
measure of clesure te the preblem of defining its effective envoremment,
The creatien of the disaster relief advisery cemmittee, thus, elicits
an erganizatienal tendency to identify effective enviremmental
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hestility in the committee 1&012. Committee approval ef casework
procedures and general erganisatiensl eperations is viewed by Red
Cress personnel as tentamount to community-wide legitimatien of these
actiens., The erganization, then, strives to gain the comittee's
approval ef its actiens,

As previeusly pointed out, ceeptation is not without its dangers,
However, the persistent threat to the organizatien which the cemmittee
represents, serves an additienal although not necessarily intended
function that is an indirect result of this centinual threat, This
function is the utilisation of the committee as an external control
device by the field administratien to insure that proper casework
standards are maintained by individual caseworkers. Teo this end,
the committee represents a final and significant step in ebtaining
spproval for case recommendatiens. Evidence of non-approval of these
recommenxiations by the cemmittee is viewed by the field staff not as
a valid cause for chmginé the recommendatien, but rather as faulty
case develerment or peer case presentatien by the caseworker., Presenta-
tien of a case befere the committee approaches in impertance the
actual develemment of the case, |

That the organisation was successful in its endeavors to minimize
potential threats, at least from those specific elements identified
with the cemmittee, is spparent by the faverable attitudes t;oward the
Red Cross exhibited by almest all the committee members, However, it is
difficult to assess from the data at hand whether the faverable attitudes
of the c:mmittee members filtered through the rest of the community. The
accuracy ef the assumptiens upon which the field staff based their

definitien of the committee as true representatien of the community is
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open to serious questien., It has already been shewn that the cormittee
members were predominately from the middle or upper-middle social strata
and that many were favorably eriented teward the Red Cross organiszatien
prier te their selectien. Further, it was apparent that the committee
members made little effort to convey their favorable ortientatien
teward the Red Cress beyond the circle of their own immediate friends
and acquaintances. It would appear, then, that favorable attitudes
toward the Red Cross by the committee members dces not necessarily
imply like attitudes en the part ef the rest of the eemmunity or
complete acceptance of organizatiensl policies by the general comun.ttr.‘
There is alsoc evidence that the cormittee was not the only means by which
faverable attitudes of cesmittee members teward the Red Cress were
fostered, The data from Table XIV suggests that other factors alse

played an impertant part.

Table XIV
Committee Members® Attitudes Teward the Red Cress Organizatiem

Attitude Due Te:
General Red Cress Activit Serving on the Committee
Area I Area 1] Area 111 Total | Area I Area 11 Area 111 Total
Mere Faverable B 7 "' o n 3 5 12
Faverable views :
reinferced. 1 1 8 1 1 10
Neutral Attitude, 1 1 1 1 2
Less Faverable, 1 1
Torrt é 3 4 . /3 S ‘¢ 24

. e o

'Farm and Nosew's study of disaster in rlint, Michigan and Meere's
study of disaster activity in Texas beth previde evidence that ameng
disaster victims, the Red Cross organizatiom was evalusted untavorably in
comparisen to other relief orgsnizatiens., See Form,William H,, Nosew,
Sigmund, Cemmunity in Disaster (New York, Harper Bros, 1958) p. 209-210C.
and Meore, Harry, k., Ternadoes Over Texas, (Austin, Texas; Univ, of Texas
Press, 1956) pp. 100-102.
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For eleven members, favorable epiniens teward the Red Cress were
structured by general Red Cross activity, Twelve members viewed the
committee experience as structuring more favorable attitudes while fer
ten members their faverable attitudes were merely reinforced by the
committee, It is significant to note that the characteristics of the
lecal community appear to play an important role in the degree to which
the committee changes or reinforces attitudes. In Area I, where committee
members were less familiar with the actual relief operatiens of the Red
Cress following the disaster, faverable epiniens were structured or
reinforced solely by the committee, As one member frem this area stated,
“I alwxys had a high regard for it (the Red Cross). However, I do feel
more clasely relatead to Red Cress through the committee”.

In Aress II and III, the cormittee members were more familiar
with actusl field activity. A significant mumber of committee
members structured their epiniens by general activity ef the Red Cross.
As an articulate member stated, "My attitude has changed . . . Hell, the

damn committee had nething to deo with it, I was on the chow line right
after '‘Donna‘, 1 worked in the kitchen and I saw how they worked.
Next time the RBed Cross won‘t have trouble getting funds,”

It appears that the assumptiens upen which ceoptatien was based
may hsve been quite umrealistic in the disaster operations of the Red
Cross.

In one sensa, the device of ceeptatien was successful. Whereas
rost analyses of this deavice have noted that there is an altering
of erganizatienal goals or pelicy as a result of having coepted hostile
elaments inte the organi:iational structure, the field units were ‘able

to maintain their eperational goals without any modificatiens due te
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the influence of the committee. In this regard, erganisatienal contrels
were successful in keeping the committee relatively powerless. Also,
the relatively short duration of the disaster operations may have
prevented any growth of an awareness of pewer potrential by committee
mtmbero.1 -

The second principal latent functien indicated abeve, appears te
have heen designed to serve both in the interests of the organizatien
within the particular community in which relief activities are centered
and in the interests of the enviromment beyond the local community.
On both these levels this function serves to protect the organization
from attacks on its administrative structure, Although this function
is directly related to the function of cooptation, it serves as a
defensive device to ward off envirommental attacks,

On the extra-local level, the organizatien is concerned with
protecting itselt from two main types of attack, On the one hand,
it is concerned with protecting itself from charges of favoritism and
similar attacks based upon a conflict with the universalistic values of
the larger American Seciety. On the other hand, it is concerned with
protecting itsdlf from charges of acting in a high-handed "bureaucratic“

manner, unresponsive te lecal conditiens,

‘Once installed, the committee never ceases to become a potentially
disruptive secter of the organizatien structure., It's creatien initiates
an organizational need to exercise controel over it, However, the committee
never completely identifies itself as an integral part ef the erganizatien.
ner de the Red Cress persomnel identify it as such. The erganizatienal
control ever the committee is thus somewhat limited. In respense te
this dilemma, the disaster field unit strives to end its disaster
operations as quickly as possible in order to eliminate any tendencies
of the committee te gain additional power and to prevent unwanted
effects from possible additional envirommental demands.



130

With respect to the first type of attack, the committee serves as
"preof" that the Red Cross eperates in a manner consistent with the
values of the larger society. Charges that the organization isguilty
of discriminatory practises or of malfeasance may be effectively
countered by citing the policy et the erganizatien to allew cemmunity
representatives to observe the operations of the Red Cross. The
legitimacy of the organizatien‘'s mode of operations may be supported
by citing the approval ef the committee, Similarly, the petential
charges of the Red Cress having acted in a tetally unilateral manner
may be effectively relutted by reference te the comittee., It's stated
functien as an advisery committee designed to insure the adequacy ef
Red Cress eperatiens in the lecal community may be cited,

At the lecal lavel, the committee appears to be ddsigned te protect
the erganization againat unfavorable reactions to its decisions invelved
in disaster relief operatiens, By sharing the symbels of authority,
decisions bearing upon the disaster operations appear to be based upen
joint responsibility ef both the Red Cress and representatives ef the
lecal commnity. Regardless of what the committee actually does --
\!het.her it engages in decisiens bearing upen the allecatien of
assistance or not -- the erganizatien can defend itself against
accusations that it fails to consider lecal circumstances and lecal
values, by referring te the committee,

On both the lecal and extra-local levels, the conmittee serves as
an effective escape mechsanism for the acministration of the organizatien.
This is based upen a circulaF type of temimhip with the committes by
allewing it te share the aymbels of authority. Enviremmental challenges
may thus be countered by citing the body of "community representatives”
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who eostensibly shared in the deciximm-making proress, This renders the
administratien at beth .the Disaster Service level and at the natiensl
organizatienal level relatively impervious to enviremmental attacks,
Further, attacks directed toward the committee based upen non-leyalty
to community interests can similarly be met by members'’ citing the
operational imperatives of the Red Cross. In effect, then, the
committee is utilized as an organizatieonal weapon designed te protect
Red Cress interests, )

Summary

Altheugh the advigery cemmittee failed te achieve its stated
functiema in each of the three areas studied, this fact did not result
in unfaverabls attitudes toward its existence., Disaster area
directors viswed the cesmittee as valusble in festering envirenmental
suppert for the Red Cress. One director however, did questien its
effectivenass: in this regard, Casewerk persemnsl viewed the cemmittes
as a means of legitimizing case dicisiens,

The factors accounting for the defense of the committee were found
te be implicit in the very nature of a bureasucracy. With the concern
fer preving their reliability in carrying out their buresucratic roles,
the field staff defended the committee's existence as beneficial
simply because it was prescribed., The development of a streng
sentiment in suppert of the existing rules further supperted the field
staffs’ evaluatien of the committee, The cenmittee, formally intended
to be a means te facilitata mere effective disaster operations, became
an end im itaelf, Much of the disaster relief pregram was directed
teward gaining appraval by the committee, Acceptance of organisatiensl

-
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operations was viewed as preof of successful role achievement by
erganizational personnel, At the managerial level, the disaster area
directors viewed cammittee acceptance as a result of successful
adherence te erganisatienal rules of adn:lnistntion, At the
prefessienal casework level, committee approval was viewed as ebtaining
acceptahle casework develsmment.

For the national erganizatien, tw principal latent functiens
directly related te the viability ef the Red Cross were found to be
served by the committee, These functiens appeared to be designed as
devices for (1) ceopting pewerful and disruptive eppositien into the
relief operation, and (2) meeting criticisms er attacks en the erganizatien
enanating from local and extra-local sources,

The first functien -- cooptatien -- represents an offensive
device by which the organizatien is better able to control petentially
disruptive elements in the enviremment by incorporating these elements
into the pelicy-making body of the erganisation. Altheugh the Red
Cross appeared to be successful in this regard, it was pesited that se
far as actual powerful elements being incorporated im the committee
was concernad the assumptiens of the Disaster Service personnel were
quite unrealistic, However, it cannot be denied that the faverable
attitudes of cemmittee members toward the Red Cross was not without
gignificance, Membership on the committees was from relatively high
status groups., Many of these persons were well known and some were
influential in business, saocisl, and religious spheres, Ameng these
persans, tha erganisatien succesaded in establishing a relatively high
personal identity with the organiszatien and the ends of the disaster

nn;r operatien,



133

In anether respest, the Red Cross was suecessful inthis ceeptatien
device., Centrary te most instances ef ceoptatien the advisery cemmittee
did net interfere with the erganisatien's established procedures fer
determining needs of disaster victims and allecating assistance to
victims, It was pesited that effective control of the comittee and the
shart duratien of its existence, kept it from becoming aware of its
potential power. The only obstruction which the committee pesed to the
relief operatiens was in terms of reducing the speed with which
applicants for large resource awards were handled.

The second majer latent functien was that of protecting the
decisien-making hody ef the Red Cross. By employing this defensive
mechanism the erganisatien was able to protect itself beth at the
lecal and the extra-lecal levels. In the former case, the committee,
by sharing the symbels ef respomibmty pretected the Red Cross
decisiens regarding specific cases., At the extra-lecal level the
committee served to provide “preef” that the erganisatien was operating
in a mammer consistent with the values of the larger society. At both
of these levels, the committee served to cemplete a circular

authority structure by which the locus of authority was never clearly
defined. As a result, both the organiration and the committee were

protected from external attacks.



CHAPTER V1
CONCLUSIONS

Selznick has stzted that analysis ef organisatiens must follew
a selective princ:lp).o.1 Fellowing this suggestien, this study has
concentrated upen the relatienship ef ene aspect of an organizatien te
its stable needs, Mere precisely, this has been a study ef an
administrative device -- the Disaster Relief Advisery Committee --
intended to aceomplish certain geals in respense to the needs inherent
in the continued existence of the Red Cress.

It is spparent that for an organisatien te exist in a changing
enviremment there must be a change in emphasis from substantive
goals, which are attainable, te the analytic gesl of viability. As a
result ¢f this displacement, cencern ef the erganizatien for both its
internal structure and its acceptance by the enviremment beceme parsmount.
In regard to the internal structure ef the Red Cress, concern for
viability has led te a more efficient ferm ef organizatien based upon
bureaucratic pr:lnciplea.2 The problems of acceptance by the enviromment
has led to a continual successien of substantive goals. These goals
have arisen in sespenss te threats upen the viability of the erganisation.
They have subsequently provided a ratienale fer the existenc.o of the

VSelanick, Philip, *Foundatiens ef the Theary of Organisatien,

_A-u_%a_n_dwu Review, vel. 13 (15u8) pp. 25-26,

This has supperted Weber's statement: “Fer bureaucratic administra-
tien is, other things being equal, always, for a fermal, technical peint
of view, the more rational type. For the needs of mass administratiem
teday, it is completely indispensable, The choice is enly that between
bureaucracy and dilletantism in the field of administratien.” Weber, Max,
%‘%ﬂ!’% Social and Economic anisatien, trans, by A, M, Hendersen

cott Parsons, (New York:Oxford Unviersity Press, 19.47) p. 337.
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Red Cross.

The structuring of substantive goals is exceedingly complex. These
goals cannot be structured independently frem the erviremment. Ratlher,
integratien must be achieved with the secial system, The Red Cress,
being a veluntary organization dependent upen local support and natienal
acceptance for its existence, must successfully integrate its activities
at the level of the lecal cemmunity as well as at the level of the
larger American Seciety. Certaim metheds must therefore be adepted te
bridge the gap between the particularistic value erientatien ef the
community and the universslistic demands ef the larger seciety. The
Disaster Relief Advisery Cemmittee represents ene means intended to
accomplish this purpose, wnile adhering te the universalistic values
of the larger society, the Red Cress seeks te utilize the committee for
successful integratien at the lecal level, The committee's gtated
substantive goals are designed to legitimate the existence of the
Red Cross in the disaster area as well as to provide certain instrumental
functiens fer actual disaster relief eperatiens, The fecus ef ‘this
study has been upen (1) the degree te which the committee accomplished
its ofﬁchm.am goals, (2) facters accounting fer its level of
achievement of these geals, and (3) impertant intended but unstated
functiens eof the cemmittee,

It was shewn that with respect to the five stated functiens ef the
cemittee all were only minimally achieved, Only an instrumental
functien appeared to be more successfully accomplished, In regard te the
instrumental functions, facters accounting fer the degree ef achievement
appeared to be directly related te (1) the size and complexity ef the
lecal community, (2) the availability of efficial seurces of infermatien,
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and (3) the professienal experience and erientation of the Red Cress
field staff,

The expressive functiens were not significantly perfermed. This
was shown te be due to a lack of metivatien of comittee members based
upen (1) a lack ef central impertance in their perceptions, and (2) a
lack ef the farces ef expectancy frem both the Red Cross and the
enviremment, A second contributing facter was shown te be based upen
the secial status ef committee members, Committee members were almest
entirely middle and upper-middle class whites, This resulted in (1)
limited secial interceurse with principal recipients of aid, who were
predeminately of the lower class, (2) 1imitatien ef assessment of
comaunity reactiens due te selective contact, and (3) limitatien of
effective interpretatien of relief activities te all sectors of the
community due te the members' restricted secial intercorse. Finally,
streses placed upen secrecy of membership further reduced the achievement
of the expressive functiens,

The most salient functien fer beth the Red Cross staff and committes
members was shown to be the committee's prescribed evaluation functiens.
Factors accounting fer the lew level of achievement in this regard were
shown te be (1) the criteria used in selecting the committee members,
(2) the limited ability and training ef members te accwrately assess
disaster victims' need requests, (3) an intensive pregram of erientatien
te Red Cross operational imperatives resulting in a partial less of
concern fer impesing lecal standards upen the Red Cross, (L) evidences
of efficient, respensible planning presented by Red Cross werkers to the

committee, and (5) evert means employed by the field staff te retain
the lecus of power with the erganisation.
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It was apparent that because the efficially stated purposes of the
comittee were achieved, its main significance seemed to be upon its
latent er unstated functiens., Twe levels of analysis were presented. At
the lewer level, facters centributing te the defense of the committee
hs: the fisld staff were analysad, At the higher level of the natienal
erganisatien, underlying latent functiens apparently intended by pelicy
makers were presented., Facters centributing te this defense eof the
conmittee by field staffs were shewn to be due te a sanctificatien of
erganizatienal rules. Related to this role of sentiments was the
perception of cemmittee approval as "proef" that role functiens were
successfully carried aut. Fer the dissstar speratiens directers, a
complaint. cammittee was interpretad interms ef successful adherence
to erganisatienal prescroptiens. Fer the prefessienal caseworker staff,

cemmit tee sppreval meant that casework procedures were ascceptable te
the lecal community. ‘

At the higher level of the natienal orgenisatien, it was pesited
that twe main underlying intemtiens were respensible fer the prescription
that there be a committee, First was the principle ef coeptatien
whereby hestile or neutral elements were brought inte the decisien-
making bedy ef the lecal Red Cress disaster relief unit, By se deing
the erganizatien was better able either te reinferce already favorable
attitudes er te change the attitudes ef these elements into a faverable
erientatien te the Red Cross.

'rhe_ second principa.} unstated functien was the use ef the committee

as a defensive device, By sharing the symbels ef athority, the
organisatien sought te shiald its administrative structure frem direct
enviromnmental attack, Altheugh the committee did not in fact share
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autherity, the shared symbels protected the erganisatien frem direct
respensibility fer actiens which may not be whelly acceptable te the

lecal cemmunity and to the larger enviromment,

Implicatiens ef the Study

This being a case study, it does not warrent drawing conclusiens
regarding all veluntary ervanizatiens which are bureaucratically-
structured. A purpose of a case study is to point out certain
implications that may previde a meaningtul contribution to the
general fund ef knowledge., Implicatiens to socielegical knewledge
that have arisen from this study are based upen three principal
concerns, These are: (1) the role of sentiments among bureaucratic
persennel, (2) the use of the concepts manifest and latent functiens
in erganisational analysis, and (3) a mere precise definitien ef
“ceeptatien®.

The Role of Sentiments

The study has supported those analyses which have moted the
impertance ef sentiments among bureaucratic functienaries., Althcugh
the study of sentiments 1n regard te internal informal relatienships are
of impertance, eur concern is upon the rele of attachment teward the |
erzaniszation based upen sentiment and the resulting orientatien of the
functienaries toward the enviromment,

The structuring ef pesitive sentiments toward the arganizatien
seen to be particularly impertant fer the voluntary organization. This
type of organiszation, forced to rely upon voluntary contributions fer
its suppert, presents a rarticularly unreliable means of assurance for
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contimance of office to the functienary, It is thus te the
bursaucratic incumbent'’s benefit that he promote organizatienal goals
and adhere to erganizatienal rules, thereby helping te insure that the
existence of the organizatien, and his office will continue, Strong
sentiments of attachment tend to develop toward the organization. These
are often exhibited in a defensive mammer ﬁw&rd the enviremment,
The cencerns of the organizatien become concerns ef the pare!onnel.1 It
appears that the h\lreancx"atically-atructnred voluntary erganisatien
exhibits the characteristics ef what Gouldner has termed “represcnt.atin
buresucracy”, Contrary te the impesitien ef rules and enforced
compliancy ef a "punishment-centered bureaucracy”, this form is based
upen rules established hy agreement., These are "rules which are
technically justified and admindstered b; specially qualified persennel
te which censent is given veluntarily".’ Concera fer the continuance .
of effice then results in agreement te erganisationsl rules which
fosters the internalization of organizational values. This internalization
is exhidbited by stirong sentiments of attachment to the organisation,

The sentiments of attachment teward the organizatien may
frequently lead to irrationsl behavier with respect to rules and
the earrying eut ef these rules, During the disaster eperation,
adharence to the prescription that there be a committee resulted in

its existence, Hewever, concern for the organisatien and the continued

"mn is not teo say that effice eccupancy per se structures these
attitudes, These effices may attract certain individuals having a
propensity fer. such rele cemmitment, However, ence installed, their
concern fer achievement becomes fused with the centinued existence of
their effice and hence the organisatien,

%Gouldner, Patterns ef Industrial Buresucracy, ep cit., p. 2.
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existence of office resulted in effective contrels, empleyed to

minimise the petential disruptiens ef the cormittee te Red Cress
Operatiens. This suggests that where erganizatienal rules tend te come
inte cenflict with respect te the functienary's effice, concern fer these
rulas supporting the effice will tfake precedence ever those rules which

may. pose as a threat te the office,

Manifegt and Lateant Functiens

The attempts te spply a functienal analysis te an erganisatien are
exceedingly complex, It is generally recegnized that organiutioinl
analyses based enly upen stated goals er manifest functiens fail to
nete the important censequences of the unstated or latent functiens,
However, attempts te account fer btoth manifest and latent functiens ef
an organisatien must ascertain the follewing: (j) For whom are the
stated functiens intended? Are they intended for bureaucratic functien-
aries at spacific levels in the erganizatienal hierarchy or for the
total erganisation? (2) Fer whom is the recognition ef the intended
functien crucisl in the analysis? Is primary impertance te be placed
upen recognitien by the enviremment; by the bureaucratic functienaries;
or by the pelicy-makers? (3) Te whom is it crucial fer the recognitien
of the consequences ef the intended functiens? |

In answer to the first questien, this study has focused upon the
functiens intended to benefit the total erganizatien at beth the lecal
comunity level and the larger secietal level. With respect te the second
questioen, we have identified as substantive goals those functiens whese
intentiens are rocognized by the social enviremment via efficial statements.
Analytic goals have been implicitly defined as those intentiens net



w1

not recognized by the social enviremment, With respect te the
consequences of these geals we have left them unclassified, Fer the
heuristic purpeses at hand, manifest functiens were considered to refer
to these goals publicly stated which result in recognised consequenses
by the environment., while latent functiens were considered to be those
geals not pudblicly stated whose consequences may or may not be
réeagnind, Further is it pessible fer these consequences to be
intended er unintended.

Merten has defined manifest functiens as "ebjective censequences
fer-a specific unit (person, subgreup, social er cultural system) which
contrilmte te ita adjustment er iis adaptatien er were so intended“.
Latent functiens refer te “uni'ut.ended and unrecogniged censequences eof
the same erder".1 These definitiens may be illustrated by the
fellewing plradign.

Figure V
Paradigm eof Merton's Definitiens

Cultural Patterns

Consequences Intanded | Unintended
Recognised [Manifest
Unrecognized : Latent

Geuldner has modified these definitiens in erganisatienal analysis,
He defines manifest functiens as those "censequences ef a social pattern,

e.g2. bureaucracy, which are culturally ﬁreséribod for it, Latent functions

1Herten,.8.n1ﬂ..hmg_4nd.5milﬁtmnture, op cit., p. 63,
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are referred te as a pattem‘a sctual ccmaquancea but in this case,

these are not cnltunl'l:. prescrihed er. pnezmed The follewing
paradign 1numm these difinitiens:

Figure VI

Paradigm ef Gemldner‘'s Definitien

Cultural Prescriptien

Consequences Intended Unintended
Recognized Manifest Latent
Unrecognized Latent

Notice that Gouldner regards latent functiems as being unintended, but
they may be either recognised or unrecegnized.

It happmnt.,m twe aspects ef analysis should center upen
latent and manifest functiens in erganizatienal analysis., One aspect of
analysis should center upen latent and nanif;ct functiens ef policy
net efficially stated, and the ether upen latent and manifest functiens
of pelicy offically atatod.z It appears then that fer this purpese, the

possihilities appsarifiz in the fellewing paradigms would be fruitful,
These are based upon twe different levels im organizatiemsl analysis,
At the level of eofficially stated goals, the significance of the

eonaw lies in whether er net they are recognized by the social

1Chn].d.nm:,, Patterns ef Industrial Bureaucracy, ep. cit., i:. 25,

2Another appreach te this problem is presented by Ciceurel ia what
he terms “frent” and "back” ef ergsnisatiensl pelicy. Cicourel, Aaren V,,
"The Front and Back ef Organisatienal Leadership” in The Pacifie

Secialegical Review, vol. 1, na. 2 (1958) pp. Su-58.
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enviromment, With respect to gaals that are unofficially stated,

the significance of the recognition of consequences lies with
orgenizational personnel.
Figure VII
Paradigm ef Officially Stated Geals

Officially Stated Geals

CQnaaqucneu* ! Intanded UnintondodJ
| l

Recegnised ! Manifest J
‘ o

Unrecognized J ! Latent '

*or impertance to the effective social enviromment

Figure VIII

Paradigm ef Geals Net Officially Stated

‘Geals Net Officially Stated

Consequences ¥ JL Intended ’ Unintended |

Rccognind’ Manifest '

Unrecegnised . i  Latent y
. ] |

*O£ impertance te organisatienal personnel

Empirical examples ef these cell entries may be cited by first
neting the efficially stated functiena and secendly noting the goals
nat officially stated,

Officially Stated Geals

(1) Offietally interded geal; censequences recegnised by the effective .
social enviremment, Fer some ef the cammittee members of Area II
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the functien of providing needed infermatien tc.the Red Cress
regarding community patterns and practices was intended, The
consequences, in some cases, were recegniszed as an actual
achievement of the fermally stated intentien,

(2) Officially unintended goal; censequences recogniszed by the effective
sacial environment, Seme committee members felt the committee
served as a means to foster continued suppoert of the ted Cross
after the disaster operations, Although this was net fermally
stated by the organizatien or its functionaries. The consequences
were sesn as festering greater participatien in fund drives,

(3) Officially intended goals; censequences unrecognized by the
effective secial enviremment, Although seme committee members
perceived their primary rele as providing informatiem to the
Red Cross, most of them were not aware of the final consequences
of this activity, 4

(L) Officially unintended geals; unrecognised by the effective social
envirenment, The cemmittee was not intended to slew jewn the
processing of cases, However, this did appear to happen, centrary
to the belief of many members that the cemmittee helped expedite
the handling ef cases,

Geals Not Officially Stated

(1) Intended goals; consequences recognized by organisatisnal persennel,
Although the Red Cross pemnml were not sure in what manner the
the committee served to fester improved "public relatiens” they
viewed the cemmittee as serving this purpese and attributed the
favorable attitudas ef comnitt.ae.’mhsra. teward the Red Cross as

censequences ef this goal,
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(2) Unintended goals; consequences recognized by organizatienal
personnel, Most Red Cress perscnnel recognised that the committee
slewed dewn the actual handling of case develepment however, this
was not so intended,

(3) Intended geals; censagquences unrecegnized hy erganizatienal personnel.
The staffs' assumptien that committee appreval ef relief eperatiens
meant similar approval by the taotal community was shewn te be epen
te doux;u% Evidence from ether eperations seems te point te
unfaverable evgluatiens ef the Red Cross by certain secters eof the
lecal cemmunity. Hence, the censequences ef this assumptien were
not known te the erganizatienal per'aonnel.

(L) Unintended geals; censequences unrecegnized by erganizatienal
personnal, It was the intentien of the orgaxiiution te foster
faverable attitudes toward the organizatien by committee members
exhibited resentment teward the Red Cross. This eccurred as a
result ef the organizatiens' efforts to prevent actual functioning
of the coomittes, This fact was unrecognigzed by the Red Cross
personnel, ner was it an intended geal.

Co_o_gt‘ti.no
From this study it has beceme apparent that a limitatien of the

concept of "ceoptatien” is eof value in analyzing ene means eof an
erganizatien'’s adaptatien to its enviremment. The use of the term has
arisen from Selznick’s definitien: " , . . the process of abserbdbing
new elements imte the leadership orApolicy-datamining structure of an
organisation as a means of averting threats to its stability er
existence”,

1Sem:m:k, TVA and the Grass Reots, ep cit., p. 13.
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The need te employ this device arises out of the intrusien of
envirormental values upen the organizatien. The primacy 6f the geal
of viability of the organizatien forces it to devise methods to foster
legitimatien in its enviromment and te pretect it from emternal attacks.
In imerican Society the values eof demecracy ferce a variety of demands
upon the bdoresucratic erganisstien, These values, involving the ideal eof
individual equality mi_tha ampicm toward mtnliud control,
requires that the organizatien maintain at least a semblance of
democratic erientatien, Ceeptation is eme means ef serving this end,

Two types ef ceoptatien have been defined by Selznick; formal and
infermal, Fermal ceoptatisen is likely to occur when the legitimacy of
autherity ef the organisation is questioned, By incerporating elements
of the envirenment into the erganiszation, an effert is made to establish
erderly and relisble mechanisms for reaching a "client public or
citizenry”, This is accemplished in a fermally declared manner,

In-fbrnl coeptatien arises in response to the pressure eof
specific centers of pewer within the enviremment. Although legitimatien
may well be éutabliahad.in the cormunity, there may be forces which are
able te threaten the erganisatien's formsl authority and effectively
shape its structure and its pelicy., By ceepting these elements inte
the erganiszatien, the demands ef these ferces tend te be mitigated.
Although the or.gtnin.t.immy-anht&c‘nhr.l these ferces the sharing
of actual pewer may actually eccur, Because a formal announcement of
the ceoptatien of thesa elements would undermine public cenfidence
in the strength and legitimacy of the erganizatien, these elements are
brought inte the erganizatien without public statement,

With the erganizatienal cencern ever its viability, it weuld appear
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that two functiens are infict eperative, Fer analytic purposes, we would
prepese limiting the term cosptatien te the act of bringing into the
erganisatienal policy-deciding body, neutral er hestile elements in an
effert either to change them to a faverable erientatien te the orgaiﬂntion
ar ta mitigata the threats which they repressnt, By ceepting these
elu.ontl inte the confines ef the erganizatiam, they are mere easily
infilneneed and mare effectively handled accerding te the purposes of

the erganiszatien, Hewever, once installed, these elements pose grave
dangsrs to tha crga.n:l.n.thn since they are never under complete
Jurisdictien of the administratien. The degree to which these dangers
are minimized is dependent upen the means and degree of centrel empleyed
by the erganizatien.

Whereas in ceeptatien, active efforts are employed by the
erganiszatien to change er mitigate the hestility ef enviremmental .
elements, a secoend functien is that of the defense of the organisstien’s
administrative body. Selznick includes this functien in the concept
of cosptation, However, its importance warrunts more explicit treatment.
The defensive functien which is served by a bedy like the Disaster
Reliaf Advisory Cesmittee, is of ne small impertance te potential
challanges aimed at eperatienal methods ef an organiiution. Once in
existence, ceepted elements become identified by the rest of the
envirorment. as part ef the organiszatien, If they are not se identified
formally, the erganizatien has receurse te make such references public,
The coepted elements may er may not share actual pswer, The impertance
of the defensive functien rests upon the identity of the ceopted
elements with the erganiszatien's pelicy-deciding bedy., The result is
the diffuseness ef the sutharity structurs and the resulting pretectien
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of the organisation from attacks from these extermal elements not
coopted into its structure., This defense is effected because of the
impossibility of accurately locating the center of authority.

Evidence supporting the above differentiation of functions is
shown in t;his study. Continual efforts were made by the Red Cross to
foster amicable relations with the advisory committee members. This was
intended to insure support for thé organigation, It was further posited
.t.hat having acquired favorable attitudes tgnrd the organisation, the
committee served a defensive role for the organiszation, shielding it

from attacks arising from both local and extra-local sources.
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TABLE I

Religieus Affiliatien of Committee Members

Densmination Area 1 Area 1I Area III
Episcopal 2 3
Presbyterian 2 3
Methodist 3 7

Lutheran 1

Catholic 1 1 L
Baptist 2 1

Jewish 1

None 1 1 3
Total 12 10 1L
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Table II

List ef Represented Organization

en the Committee

Service Clubs Business and Prefessienal Greups
Liens Business and frefessienal
Rotary Wemen
Kiwvanis Chamber of Cemmerce
Lady K's Ministerial Asseciatien
Retary Am's Bar Asseciatien

_ Laber Organizations
Fraternal Clubs

Non-vecational Interest Groups

Elks

Meose. Garden Club

Masons Yacht Cludb

Eastern Star Conservatien Leaque
Veterans Organizations Veluntary Units

American Legien . Fire Department

Veterans eof Fereign Wars Rescue Squad

Ambulance Cerps
Communi ty Orggniutiom

Miscellaneous

PTA and ether scheel related

erganisatiens Little Theatre
Voluntary welfare erganiszatiens Sheriff's Asseciatien
Civic Club- Citizen ef the Year
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Table III
Reasons Uiven for Faverable Attitudes KRegarding the Comnmittee

By Committes Members

Response Area I rea II  Area II1 Tota}

Learned how the Red Cross
operates, 8 3 1 22

was a means for representing
the community. N 1 1 6

Was able ta give the Red Cross
informatien. 3 3

Helped the Red Cross make
decisiens on the cases, 2 2

Learned more about the local
community, 1 1

No special reasons 1 2 3

Tetal 13 10 ) 37
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Members! Conceptions of the Main Purposes of the Committee*

Response Area 1 Area 1I Area III
To verify the recommendations. 1 2
To approve or disapprove the
recormendations. 1 2
To provide a means to gain
community acceptance. 5 1 5
As an advisory body. 2
To provide the Red Cross with
information for specific
cases, 2 4 3
To provide a means for pub-
licizing Red Cross
activities. 2 2 2
To provide a "cover for Red
Cross in the event of adverse
community reactions. 2 2 1
To approve what has already
been decided by the Red Cross. 2 1
To act as a "check" on Red Cross
activities. 1l | 9
To act for th¢ Red Cross as a
"sounding board" for community
reaction. 2 2
To provide moral support for the
Red Cross workers. 1
Total

19 16 23

*This table is based om 10 respondents in Area I, 10 respondents in

Area II, and 14 respondents in Area III.

Multiple responses.
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SCHEDULE OF QUESTIONS USED IN STUDY OF
DISASTER RELIEF ADVISORY COMMITTEES IN
HURRICANE DONNA
(for Cemmittee Members) |
1. Hew de you evaluate your experience as a committee member? (probe)
2., Have you speken before any groups regarding hed Cress activity?
3. Who elsa have you talked to concarning Red Cress rehabilitatien?

L. Whe knows that you are serving en the cammittee?
club membhars? - busineas associates? - ether associates?

S. Has your attitude toward R.C. changed?
What waa the main facter that changed your attitude? (prebe)

6. Do you think the committee was ef preper size to deal with the
problems presented to it?

7¢ De you think the members of the committee were geed representatien
of the cemmunity,

8. Are thare any other persens in the community er county who you
feel should have been en the committee?

9. Why de you think you were chosen te be en the committee?

10, De you think the committee was effective in advising the R.C, in the
granting of swards? Was it essential? Useful? (prebe)

11, What de you feel was the main purpese of the cormittee? (prebe)

12, Apart from the committee meetings, have you been consulted by case
workers fer infermation en any particular cases? Did you know what
the werker would recommend befere the committee meeting?

13, De you have any ether epiniens or thoughts regarding your activity
as an advisery cormittee member? ‘

Background material:

1. Salary (ef spouse if snhject not empleyed) 5. Age

2. Educatien 6. Membership in ether
3¢ Length ef residence in the community erganizatiens,
L, Occupatioen 7. Church affiliatien

8. Any previous assec.
with R.C,



1.
2,
3.
L.

Se

7.

8.
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INTERVIEW SCHEDULE FOR CASEWORKERS
How many cases have you worked en in this area in this disaster?
How many veluntary withdrawals were there?
How many denials were there?

What, if anything, do you tell your families about the advisory
conmittee? a,

be De you tell all of them this?

¢. What do you tell those fer whem you recemmended denial?

Have you seught the advice er ceunsel of an advisory committee
menber in this disaster?

How has this advisery cemmittee effected your casework se as te keep
it in line with family and lecal cemmunity standards?

What functiens fer you, as a case werker, dees the advisory committee
serve?

What de you . think is the main purpose ef the committee?
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