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ABSTRACT

A STUDY OF THE CONCEPT OF IMAGE AND OF ITS
APPLICATION TO ORGANIZATIONAL ANALYSIS

by Ferris Francls Anthony

The purpose of this study 1s to define the concept
of image and to translate that concept into elements
that can be used for organizational analysis. The
specific purpose of this study is to test an 1lmage-
measuring device 1in an organizational setting. The
object 1s to obtain concrete, quantifiable data about
a specific organization at a specific time.

An image 1s defined as an alterable state of sub-
jective knowledge which governs behavior. It 1is only
what 1s belleved by the possessor to be true. It 1s the
result of all the past experiences of the possessor. It
i1s the everyday situation of self and surroundings taken
té be reality.

The use of image theory suggests the use of an
organizational theory based on individual perceptions of
the organization. The attempt here is to analyze the
organization on an internal rather than an external

basis.
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The information obtained from such an analysis 1s
valuable for three reasons: (1) 1t gives us clues to
the organization's internal structure and operations;

(2) i1f we understand the individual's image of the organ-
ization, we may, within limits, predict his behavior
toward the organization; (3) the more facets of an image
we are aware of, the better we are able to modify the
image in a direction that 1s likely to be constructilve.
Administrators, for example, can use the data collected
from such an instrument as an indication of how the total
membership of the organization percelves the organization.
They can also get an indication of how varlous sub-groups
within and wlthout the organization perceive the organ-
ization in terms of goals, objectives, problems, and
other variables. This information may cause the adminis-
trator to modify his goals, to set about changing the goal
Images held by the sub-groups, or to set other goals.

The specific purpose of this study is to measure
the 1mage of a specific organization--the College of
Education, Michigan State University. The instrument
used for this study was adapted from an instrument
developed by Robert Anderson of Michigan State University.
Briefly, this instrument consists of two parts: (1) an
Open-Ended Questionnaire which 1s administered to a
sample of the organization's members, and (2) a Rating
Scale Device which 1s developed from the OEQ and which

1s administered to the sub-groups chosen for study.
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The following statistical models are used for
analysis of the data collected from the Rating Scale
Device: (1) means; (2) analysis of variance for un-
equal sub-groups (3) F test; (4) t-test.

The following analysis was made of the College
of Education:

1. No significant 1image differences were found
between five major internal sub-groups. How-
ever, slgnificant differences were found on
16 items, some of which may affect goal
achievement.

2. No significant image differences were found
between 17 departmental sub-groups within the
organization. However, significant differ-
ences were found on some items, viz., goal
statements.

3. No significant image differences were found
between the four teaching ranks within the
organization.

4, No significant image differences were found
between tenured and non-tenured academic
personnel,

5. Significant image differences were found be-
tween members of the College and school
administrators in the County. These differ-

ences were found 1n three areas: general
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goal statements, specific programs, and
specific problems. It was predicted that
these differences would affect organizational

goal achievement,
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CHAPTER 1
INTRODUCTION

Need

Self-identification--finding out who and what we are
--1s one of the perennial questions of mankind. Within
the last century, organizational analysts applied similar
questions to organizations. Organizations, in this sense,
are viewed as an 1individual personality. People form
opinions of organizations in much the same way as they form
opinions about individual personalities.

The industrial and corporate enterprises of the
United States have long recognized the exlstence of a
corporate personality; the corporate personality is com-
monly called the corporate image.

The modern corporate executive cannot afford to

scoff at 1images because people are continually

acting toward hls company on the basis of imagery--
not on the basis of facts and figures.l

The current popularity of the corporate image con-
cept 1s believed to be related to the effort of the modern
corporation to identify itself. This effort to discover
self-images has developed into a multi-million dollar

business. Public relations, marketing, advertising, and



related areas are filled with the language of the image.
The emphasis is on continual evaluation and projection of
the corporate 1mage. As Riley points out,

A corporate image 1is of 1little value without con-

tinuing and systematic information which tells the

corporate manager something of the extent - to which
the image 1s received and accepted by the various
publics to which it 1s addressed.?2

The major potential in the image concept, whether
for corporations or any other organization, lies in the
clues it can give to the organization's internal structure
and operations.3 The information gathered from organ-
izatlonal image research may provide a focus for specific
public relations efforts; it may lead to a reconsilderation
of organizational objectives and policles; i1t may provide
administrators with systematlc information of the organ-
i1zation's operations.

Yet the concept of an organizational image, for all
the money spent on 1ts development and for all its potential
for organizational analysis, has not been adequately de-
fined, nor has any attempt been made to 1link behavioral
sclence theories with lmage research. The result, accord-

ing to Riley, 1s a superficial interpretation of the cor-

porate 1mage.Ll The need 1is for more theoretical guidelines.

Problem
However, the image researcher 1is beset wilth many
problems. When he turns to behavioral science for theo-

retical direction he dlscovers organization theorles



which do not lend themselves to 1image research. Further,
the trend in organizational literature has been to assume
that research findings are transferable, that 1s, results
from study of one organizational setting are applicable

to any organization. However, there 1s little evidence
avallable to determine the extent to which generalization
is possible, either to other organizations performing the
same functions or to other types of organizations.5 With-
in the behavioral sciences there 1s a problem of forging a
closer link between theoretical and empirical analysis of
organizations. Classical organizational theory views
organizations on the basls of a priori principles which,
it turns out, cannot explain specific organizational
operations.

The image researcher 1s also faced with another
problem. His knowledge of the image indicates that 1mages
have component parts. Therefore, his major task is to
develop methods of inquiry which will permit a detalling

of these component parts.

Purpose of This Study

The general purpose of this study is to define the
concept of 1mage and to translate that concept into elements
that can be used for organizational analysis. The specific
purpose of this study 1s to test an 1mage measuring device

in an organizational settlng. The object 1s to obtailn



concrete, quantifiable data about a specific organilzation

at a specific time.

Hypotheses to Be Tested

The organization selected for study is the College
of Education, Michigan State University, East Lansing,
Michigan. The hypotheses to be tested are:

1. The image of the College of Education held by
five internal sub-groups will not vary signifi-
cantly between groups.

2. Images of the College of Education held by
departmental sub-groups will not vary signifi-
cantly between departments.

3. The 1mage of the College of Education held by
members of the four teachlng ranks will not vary
significantly between ranks.

4, The image of the College of Education held by
tenured and non-tenured academic personnel will
not vary significantly.

5. The image of the College of Education held by
members of the College will not vary signifi-
cantly from the 1mage of the College held by
school personnel in Ingham County (Michigan).

Theory to Be Used

Here is a summary of the theory used 1n thils study.6

A more detailed explanation of this theory is included in
Chapter 2.

An organization, besides the reality of its physilcal
structure, is only something in the minds of men; 1t is
an image. An 1lmage 1s an alterable state of knowledge
which governs behavior (subjective knowledge). An image

1s what 1s belleved by the possessor to be true. It is



the result of all the past experiences of the possessor.
It 1is the everyday situations of self and surroundings
taken to be reallty. It has no necessary connectlion with
the possessor's judgment of good or bad, accurate or in-
accurate, adequate or inadequate; that 1s, 1t 1s not
necessarily connected to eplstemological problems. It

is reality to its possessor, and, as such, 1t governs his
behavior. 1In any instance, the possessor's behavior 1s
purposeful, relevant, and pertinent to the situation as
he understands 1t.

The use of image theory suggests the use of an
organizational theory based on individual perceptions of
the organization. The attempt here 1s to analyze the
organization on an internal rather than an external basis.
The analyst attempts to view the situation from the point
of view of the specific organization in order to describe
the operations of that one organization. Each individual
within the organization perceives the organization with
certain behavior expectatlions, that 1s, his behavior depends
upon hils perception of the organization.

The individual perceives the organization on three
levels. First, he views himself 1n a certain role within
the organization. Second, he percelves the organization
as a sub-part or division of a larger organization. Third,
he perceives the organization in a certain relationship to

the larger society of which it 1s a part.



The organizational analyst must also conslder at
least three other levels of organizatlonal perception.
First, he must consider hils own view., Second, he must
conslder the organization member's view. Third, he must
consider the non-member's view.

The properties 1lncluded in all these many perceptions
tend to vary depending upon the position from which the
view was taken. Was the organization viewed from the total
soclety view, from the organization self-view, or from the
internal position incumbent view? These questions will be

dealt with in the course of this study.

Overview

The rest of this study 1s concerned with the theories
and questions ralsed 1n this chapter. Here 1s a chapter
breakdown:

In Chapter 2 the concept of 1mage and the theory of
organizations will be developed and explained by reference
to pertinent literature. In Chapter 3 a methodology for
organizational analysls 1s explalned with specific refer-
ence to the organizatlon being studied here. In Chapter
4 the hypotheses to be tested are again presented along
with the data collected from the study of the College of
Education. Chapter 5 includes a summary of the study with
conclusions, implications, and recommendations for further
study.

In the next chapter, then, concepts and theories are

explained along with pertinent literature.
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CHAPTER 2

LITERATURE REVIEW

This chapter 1is divided into two sections. 1In
Section I, the theory of the image 1s presented and ex-
plained. This includes some definitions of the concept
of image, some consliderations on the nature of the 1lmage,
a look at the image on various organizational levels,
and a consideration of the 1mages within the university
sub-culture. It should be noted from the outset that most
of the theoretical considerations presented in Section I
were taken from the works of Kenneth Boulding (see appro-
priate footnotes). The soclal scientists, as we shall see,
have neglected the area of 1lmage research. The other
references in Section I were largely drawn from corporate
image research or from public relations and advertising
research.

In Section II, certain organizational theories are
presented and explained. Section II includes special
reference to the work of Christopher Sower. Sower's work
1s used to develop the methodology of this study and to

connect the image theory with organizational analysis.



Part I.-=Introduction

In the sixth century A. D., Cosmas of Alexandria,
an explorer, traveler, geographer, and later a monk, wrote
a treatise on the universe. The purpose of the treatise
was to prove from common-sense arguments the literal
accuracy of Scripture regarding the nature of the uni-

verse. In his work, Topographia Christiana, Cosmas sald

the universe 1s best 1llustrated in Scripture by the
Tabernacle of Moses. The universe, he sald, is a rectangu-
lar plane, covered by the firmament, above which 1s heaven.
In the center of the plane is the uninhabited earth, sur-
rounded by ocean, and beyond this the Paradise of Adam.

The sun, much smaller than the earth, revolves around a
conical mountain to the north and is thereby obscured at
night.

Cosmas's picture of the universe served mankind for
nearly 900 years. When Christopher Columbus sailed around
to the "Indies," man had to revise thls mental plcture of
the world. Man had to picture the world as a sphere, and
he had to base his behavior on this new plcture.

This process of creating mental pictures and re-
vising them 1s not limited to geography; it 1s found in
all human activity. For example, Walter Lippmann in

his book Public Opinion, writes about an island which

in 1914 was inhabited by a few Englishmen, Frenchmen, and

Germans.l The island was cut off from civilization, so
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the inhabitants had no 1ldea of what was going on in
Europe. Slx weeks after the outbreak of World War I they
learned thelr countries were at war. Yet for six weeks
they had acted as i1f they were friends, when, in fact,
they were enemies. Therefore, they had to revise thelr
mental picture of the world.

This island, of course, was not much different from
the rest of the world., There was a moment before the War
when the picture of Europe on which men were conducting
their business as usual did not correspond to the Europe
which was about to make a Jumble of theilr lives. Goods
were manufactured that would not be shipped; goods were
bought that would not be imported. People planned their
lives, set off on careers, and drew up hopes and expec-
tations all in the belief that the world as they knew it
was the world as 1t was. "Men were writing books describ-
ing that world. They trusted the picture in their heads."2

At other times in history, here in America for
example, men pilctured as evil and hanged some o0ld women.
In the 1920's men thought they could grow rich by always
selling and never buying. This mental picture of the
economic process led to economic depression. 1In science,
to use another example, the nuclear physicist had to re-
vise his mental picture of the unliverse and make the
transition from Newtonian physics to atomic physics. The

nuclear physicists created models of the atom; they used
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the models, the mental pictures, to describe physical
phenomena. Yet the model was never complete, and with each
bit of new knowledge the model was revised. Throughout
history men have governed, fought, traded, reformed, dis-

covered, and invented in the world as they imagined it to

be; thelr efforts succeeded or falled 1n the world as it

was.

The process being described here--the change from a
flat to a round picture of the world, the mental pictures
held by the island inhabitants in 1914, the American
witchhunts, the models of the physicist--1s the process of
image formation--the mental pictures in the minds of men

which govern thelr behavior.

Definitions

The Greeks defined the image as a "phantom," or a
ll3

"likeness. The image, according to the Romans, was an
imitation, copy, likeness, picture, conception, thought,
or idea.u More abstractly, the Romans defined an image as
a "mental representation of something not by direct per-
ception, but by memory or imagination; a mental pilcture or
impression; an idea, conception."5

A more recent description of the image concept by
Kenneth Boulding 1is,

The image 1s built up as a result of all past experi-

ences of the possessor of the 1lmage. Part of the

image, I suppose, consists of little else than an

undifferentiated blur and movement. From the moment
of birth, if not before, there is a constant stream
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of messages entering the organism from the senses.

At first, these may merely be undifferentlated

lights and nolses. As the child grows, however,

they gradually become distingulished into people

and objJjects. He begins to perceive himself as an

obJect in the midst of a world of objects. The

conscious image has begun.

The image concept has also been defined by the
business world. The corporate image, says Lee Bristol,
is nothing essentially new. "It 1is, in 1its essentilals,
merely the picture which your organization has created
in the minds of your various publics."7 Charles Winick
says the corporate image 1s belated recognition by the
marketing field what courts recognized over a century ago
when they declared the corporation to be a legal person.8
Plerre Martineau reinforces Winick's statement. He says,
"In law, the corporation 1s an entity, which can sue or
be sued, just like an individual person. K
Another explanatlon of the image 1s offered by

Professor Edward Robinson in his book Communication and

Public Relations. Professor Roblinson uses a definition

developed by the Opinion Research Corporation.

The concept of the Corporate Image may be defilned
as a kind of 'summing up' of how people perceive
and react to companies--to their 8roducts, per-
sonnel, policies, and prospects.l

The sum of these definitions, and others,11 is
that an image 1s an alterable state of knowledge--sub-
Jective knowledge--which governs behavior. The emphasis

in this definition is on the words "subjective knowledge."
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It should be made clear from the outset that the
image as concelved here has little connection with the
great philosophical arguments of epistemology. The con-
cern here 1is not whether images are true or how we know
whether they are true. The image here 1s essentlially an
abstractlion, so the problems of truth and validity cannot
be solved completely by the abstraction of the image.

The concern 1s with the lmage concept and its relation to
human behavior. The closest we might come to epistemology
is to borrow a definition from Jacques Maritain. "Images
are the internal likenesses of things . . . words directly

signify ideas, at the same time evoking images."12

The Nature of the Image

The 1mage, then, 1s an alterable state of subjJective
knowledge which governs behavior. The fundamental propo-
sition here is that knowledge is what somebody or something
knows. "Without a knower, knowledge 1s an absurdity."l3
- SubjJective knowledge 1s what is believed to be true by the
knower. It 1s thls knowledge--thls image--that largely
governs behavior.

For example, the daily activities of a particular
individual are based upon what he belleves to be ‘crue.lLl
He goes to his office on Monday morning in the bellef that
the office 1s where he left 1t on Friday evening. He goes
home in the evenling to his family, has dinner with them,

reads a book or watches television, and goes to bed. 1In
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other words, he lives in a world of reasonably stable
relationships based on his knowledge of that world. The
individual in this example may predict his own behavior
with a falr degree of accuracy because of the knowledge--
the mental picture--he has of his life. He knows where
his home 1s, that hils wife and children will be wailting
for him when he returns from the office, that he has a
certain amount of reading or television watching he wants
to do, and that he needs sleep if he 1s to function
properly as a human being. Of course many things may
happen to change hilis mental plctures. New events may
occur which alter his knowledge structure, but each new
event will result 1n a revised image and a change of be-
havior. The first proposition of this study, then, 1s that
behavior depends on the image.

Let us take a closer look at our example. We said
that a new event may change our image of the world. The
new event that reaches an individual 1s called a message.
We must distinguish between the 1lmage and the messages
that reach 1t. Messages consist of iInformation, that is,
structured experiences. The meaning of a message 1s the
change which 1t produces in the image.

Messages may be classified into signs and symbols.

A sign 1s a message which alters the image of the lmmediate
unliverse around the organism. In Pavlov's experiment with

the sallvating dog, the sound of a bell was used as a sign
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for food. The dog, however, would not salivate if Pavlov
told him a story about food. This can only be done to
human beings. The symbol carryling capabilities of human
messages are what affect the human image. A symbol may

not affect the image of the immediate universe around a
person. The effect of a symbol 1s that 1t produces a
proliferation and elaboration of the image into a symbolice
universe.15 For example, if one persons speaks 1in a room,
another person may hear his words. The nolse of the words
confirms the second person's image of someone's presence

in the room. It would make no difference 1f the first per-
son were talking sense or nonsense. Hls words produce a
sign which confirms an image. However, if the first person
were talking in a language foreign to the second person,
then the second person experiences a symbolic change 1in

hls image; the change 1s not 1n the immediate universe
around him but in the whole content of his imagination.
This symbolic 1mage and the communications which establish
it and which change it are a peculiar quality of human
soclety.

It 1s plain, therefore, that communication in soclety
is of prime importance in establishing and changing images.
Written and literary communication are of prime importance
in this connection. The stock of lmages 1n a socilety is

changed through this communication process.
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Three things can happen whan a message hits an image.
First, the 1mage may remaln unaffected. The majority of
the messages that reach the image are of this type. As
the man in our example reads his book at home he may hear
nolse from a passing car or he may hear the chlldren play-
ing in another part of the house, but he ignores these
nolses, these messages. His image 1s not affected.

Second, an image may be changed by the addition of
new messages 1in a regular and well-defined way. Our man
might be looking at a world map. Maybe he had some mental
plcture of the island of Cyprus as belng off the coast of
Greece. Looking at the map he sees that Cyprus 1s off the
coast of Turkey. His plcture of the world has not changed
completely. The vague picture he had of Cyprus is now
somewhat clearer.

Third, a change in the image might be revolutionary.
Our man might hear a minister tell him of his evil and
wicked ways, and he might convert to a particular religion.
He reorganizes his image of himself and of the world. This
reorganization happens in all our lives, but probably in
much less spectacular ways than conversion. Our 1images of
the world are somewhat resistant to change. When we re-
ceive new messages which conflict with our image of the
world, our first impulse is to reject the messages. As
we receive more and more messages we may come to revise

our image completely.
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The 1image may be affected in still another way. The
image has a certain dimension or quality of certalnty or
uncertainty, probabllity or improbability, clarity or
vagueness., Our image of the world is not uniformly cer-
tain, uniformly probable, uniformly clear.16 Messages
may, therefore, clarify or make something certain which
was previously regarded as uncertaln.

On the other hand, messages may have a contrary
effect. They may introduce doubt into the image. The man
in our example may not find his wife and children at home
when he returns from work. He may think he has returned
from work too soon, and, possibly, hls wife 1s meeting the
children at school. He may think something happened to
one of the children, and his wife took him to the doctor.
Whatever he thinks, an element of doubt has crept into his
stable image of the world. He does not know what to be-
lieve.

In sum, then, we conclude that the image 1is sub-
Jective knowledge about the world. It 1s, as Boulding
says, organic knowldge, and the growth of knowledge 1s
the growth of an organic structure.17 By organic structure
we mean that the image follows principles of growth and
development simllar to those with which we are familiar
in complex organisms and organizations. In organisms and
organlizations there are internal and external factors

affecting growth. The accumulation of knowledge 1is simply
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not the difference between messages taken 1n and messages
given out. We are not like reservoirs. Rather, there is
an internal organizing principle much the same as the gene
1s a principle or entlty organlizing the growth of bodily
structure. The gene serves as a model for bodlly growth.
Similar models exist for the growth of images. Knowledge
grows because of internal models as well as outward mes-
sages. A teacher, for example, does not penetrate the
student's defenses with loud or violent messages. Rather,
the teacher must cooperate with the student's own inward
"teacher" and allow the student's image to grow in con-
formity with that of his outward teacher. Publlic knowledge,
in this sense, depends on certaln basic similaritles among

men.

Dimensions of the Image

It 1s possible to abstract the concept of image and
to speak of it in a relatively few important dimensions.
Boulding speaks of ten dimensions. These 1lnclude: spatial,
temporal, relational, personal, value, affectional or
emotional, conscious, unconscious, and subconscious, cer-
tainty or uncertainty, clarity or vagueness, reallty or
unreality, public-private.18 Boorstin lists five dimensions
of the lmage: synthetic, bellevable, passive, vivid and
concrete, and simplified.19

The spatial image, according to Boulding, is man's

view of himself in space, on earth, in a continent. This

~
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spatlal image has only been changed in the last few hundred
years. We have already seen that man once thought of the
earth as a flat surface.

The temporal image common to Western civilization is
one-dimensional, that 1s, time 1s a stream flowing at a
constant rate. Its maln point 1s the present. This point
divides the past from the future.

The relational image governs man's stable relations.

Put in hypothetical form, this might be described as: 1if
A, then B. This relational image varies from one culture
to another and even between subcultures within the same
culture.

The value image 1s important in its effects but obs-‘
cure 1n its origins. Messages do not freely enter the image;
the value system stands at the gate of the image. "We see
the world the way we see 1t because 1t pays us and has paid

us to see it that way."zo

Images consist not only of
"facts" but also of "values." There 1s a certain differ-
ence between the image of a physical object in space and
time and the valuation which 1s put on these objects or on
the events which concern them. A professor may know that
Michigan State University 1s located in East Lansing, Michi-
gan, but this does not tell us what value he puts on the

University. This does not tell us whether or not he thinks

Michigan State University is "good" or "bad."
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The value image 1is closely related to the lmage of
fact, but there 1s some difference between them. The
value 1image 1is concerned wlth rating various parts of our
world according to some scale of better or worse. All of
us, according to Boulding, possess these sc:ales.;z1

Most people possess not only one scale of valuation
but many scales and for different purposes. Value scales
exlst in a hierarchy, and this hierarchy determines the
effect of messages on the image. Our value image of
clothing fashions is usually on a lower end of the scale
than our value image of our religion. Boulding says,

One of the most important propositions [of image

theory] is that the value scales of any individual

or organization are perhaps the most important

single element determining the effect of the

messages it recelves on 1ts image of the world.22
A message that is percelved as neither good nor bad will
have little or no effect on the image. If the message 1is
bad or hostile to the image, there willl be a resistance to
accepting it.

Further, we are learning that even sense data come
through a value system. We do not percelve raw data. Facts
come through a highly learned process of lnterpretation and
acceptance. This means that there are no such things as
facts for any individual. There are only messages filltered
through a changeable value system.

This does not mean that all knowledge 1s subjective.

Part of our 1image of the world 1s the belief that this
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image 1s shared by other people like ourselves who are
also part of our image of the world. In dally relations
with others we behave as 1f we possess roughly the same
image of the world as everyone else. When people are at

a party together they behave as if there were other people
in the room. Thils commonly shared knowledge 1s what we
define as public knowledge as opposed to private knowledge.

The point here 1s that groups of people share similar
images of the world. At least thelr 1images are roughly
identical. 1If this 1s the case, 1f these people have
been exposed to much the same set of messages in bullding
their images of the world, then their value systems must
be approximately the same.

Further, the human organism is not only capable of
having an image of the world, but of talking about 1t.
Human discourse makes the human image public. The "public
image" is the shared images of many individuals. A public
image 1s a product of a universe of discourse, that is, a
process of sharling messages and experiences. People con-
versing do not percelive the situation exactly alike, but,
nevertheless, they do get highly similar 1images.

The affectional image 1s closely related to the

value image. The view we hold of the unliverse 1s colored
with affects and emotions. We 1llke one thing; we dislike
another. These emotlions and affections, however, do not

exist 1n a vacuum; we place certain values on our emotions.
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For example, we put a high value on love in marriage, but
we put a low value on love of vice. Emotions by them-

selves are not good or bad. Hate 1s generally considered
bad, but it may be good and necessary for the soldler on
the battlefield. "Man," according to Boulding, "Is ambi-
valent between his affections and his values."23

The certainty-uncertainty image means that we are

sure of some things and not sure of other things. Every
aspect of the image, including the value and affectional
images, 1s tinged with some degree of certainty or un-
certainty. This 1s especially true of the relational
image.

Closely related to the certainty-uncertainty dimension

1s the reality-unreality dimension. We are sure that we

live 1n a certain house, that we own certain propertles,
and that we have certain friends. The "things" in our life
are real; they are not products of our imagination, and we
are sure they willl not disappear from the scene. This 1s
not to take up the philosophical question of whether there
is a real world outslide of our perceptlion. Reallity and
unreality here are simply properties of the image.

The conscliousness, unconsciousness, and subcon-

scilousness dimensions of the lmage are related to each other.

There 1s something in the image that 1s analogous to a
scanning mechanism. We are not conscilous of all parts of

the image at once with the same degree of intensity. By
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scanning, we are able to obtaln a clear mental plcture of
the whole universe around us. Llkewise, a small part of
our image 1s exposed to our internal view at any one time.
We also have the property of recall, that 1s, we can call
into conscious view parts of the image which 1lie in the
unconscious. We have a capaclty for glving ourselves
examinations.

The subconscious dimension might be traced to Sigmund
Freud's work. The subconscious mind i1s a vast storehouse
of forgotten memories and experiences; it 1s, moreoever, a
genuine image affecting our conduct and behavior in ways
that we as yet do not understand. Recognition of the
subconsclous image enables us to integrate the rational
with the irrational. In this sense all behavior 1s governed
by the image and its value system., Rational behavior is
that part of the image which is accessible to conscilousness.
Irrational behavior is that part of the image which lies in
the subconscious.

Boorstin lists five other dimensions of the image
which differ from Boulding's dimensions. Boorstin's
emphasis 1s on the image as a pseudo-event, that 1s, an
event which 1s planned and planted for the pﬁrpose of
being reported or reproduced. The image has little re-
lation to the reality of the situation; it 1is intended to
be a self-fulfilling prophecy. The image, in this sense,

is a fabrication. It exhibits five dimensions.
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An image 1is synthetic. It 1s planned and created
to serve a purpose or to make a certain kind of impression.
The trademark is one of the older and more obvious illus-
trations of this synthetic dimension. The use of the
image as a symbol, trademark, or brand name has become
important in the twentileth century. More abstract images
are also 1in vogue. The abstract lmage 1s the synthesilzed
or fabricated personality profile of an individual,
corporation, product, or service. The abstract image,
according to Boorstin, is tyrannical.2u It is shaped
in three dimensions of synthetic material; it is fabri-
cated and reinforced by new techniques 1n the graphic
revolution. The emphasis 1is upon 1llusion. There 1s
a distinction between what we see and what 1s really there;
the reality of the situation is covered by the image.

The image 1is also bellevable. It serves no purpose

unless people belleve it. An individual must make the image
stand for the person or institution imaged.

An image is passive. Since the image 1is syntheti-
cally fabricated, then the producer of the lmage is sup-
posed to fit the fabrication. The person who recelives
the image 1s supposed to fit into it showhow. These
are passlve relations; both subject and object want to
fit into the projected picture of the image. Both sub-

Ject and object will assume that a portrailt which 1s so
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persuasive and so popular is made from life. In the
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beginning the image 1is a likeness of the organization.
Then the organization becomes a likeness of the image.

An image, therefore, is a kind of ideal which becomes real
only when i1t has become public. A corporation which de-
cides to rebulld its image has decided less on a change

of heart than on a change of face. Because of its passive
nature the image has little to do with the activities of
the corporation itself. Image building 1s the bullding of
reputations not of characters.26

An image 1s also vivid and concrete. It serves 1ts
purpose best by appealing to the senses. Advertising 1s
filled with appeals to the senses; "Use Dial Soap and feel
refreshed." The point here 1s that the image 1s limited;
it must be more graspable than any specific list of ob-
Jectives. An individual or an organization must vividly
portray thelr good qualities.

An image is simple. The image must be simpler than
the obJect 1t represents 1n order to exclude undesired and
undesirable aspects. So the most effectlve image 1is one
that 1s simple and distinctive enough to be remembered.

An image 1s amblguous. It lles somewhere between
the 1magination and the senses, between expectation and
reality. In another sense 1t 1is ambiguous, for it must
not offend.

Boorstin, then, sees the image in negative terms. He

says the image 1is a creation of advertising and public
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relations, and, to him, this is a negative force in society.
This definition is what Riley has called "superficial."?'
For our purposes here we will use Boulding's dimensilons
while belng aware of Boorstin's dimensions, for Boorstin's

work 1s valuable 1n explaining how images are projected.

The Image and Organization28

When we speak of organization we are speaking of
structure, of anything that 1s not chaos, or, in other words,
anything that is improbable. More specifically, when we
speak of an organlzation we are speaking of a structure of
roles tied together with lines of communication. At the
moment, this definlition will serve to look at the image on
seven levels of organization.29

The flrst level of organizatlion 1s called the level
of static structures. In this level we put such things as
Jig-saw puzzles, statues, pictures, trees, houses, and
roads. In short, this level 1s made up of things.

The second level is the clockwork level, that 1is,
the level of predetermined dynamic structure. The struc-
tﬁre repeats 1ts movements because of some simple law
governing the connection of its parts. The clock 1s a
good example of this organizational level.

At the third level of organization--the thermostat
level--the concept of 1mage begins in a rudimentary form.
The thermostat has an image of the outside world in the

shape of information regrading temperature. It also has
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a value system, that 1s, 1t has a preset temperature which
governs its behavior. The incoming information from the
environment 1s measured by its scale of values. The image
of the environment and the preset scale are brought to-
gether and proper adjustments are made 1n temperature.

The cell makes up the fourth level of organlzation.
The cell 1s an open-system; 1t maintains 1ts structure in
the midst of a "through-put" of chemical material.3o It
is not merely a homeostatic control system; 1t is a self-
maintaining system capable of metabolism and digestion.
This taking in and excretion of substances 1s the means
of maintaining the structure. This behavior cannot be
understood unless we assume that the cell has "knowledge"
of its environment and that this knowledge is interpreted.

On the fifth level of organizational structure the
cells group into socleties. This is the botanical level.
A plant 1s a socilety of cells with an elaborate structure
and extenslve division of labor. The plant has a variety
of cells which receive something from the others and give
something to the others 1n a way that supports the continued
existence of all of them.

The behavior of plants, like that of one-celled ani-

mals, can only be explained on the assumption that

they bulld the messages which they receive from their

environment into an image of a simple kind.31
The plant exhibits a regular behavior. It "knows" when
to put out 1ts leaves, when to flower, when to fruilt, and

when to die.



28

Animals make up the sixth level of organization.
Animals not only have cell societles with assigned functions,
they also have something like awareness and mobillity,
differentiation of sleep and waking, and even basic self-
images. Speclalized sensory apparatus enable the animal
to take in enormous amounts of information. Along with
the increase in information intake, there is also an in-
crease in the complexity of the image and a greatly in-
creased capacity for learning. Self-consciousness, value
systems, and even emotlions are exhibited at this level.

.~ The seventh level of organizatlion, and most impor-
tant for our purposes here, is the level of human beings.
No significant change occurs on the human level wlth re-
gard to increase in intake of information. In some cases
human senses are not much better than those of lower ani-
mals; in some cases they are worse. "It 1s the capacity
for organizing information into large and complex lmages

32 The human

which 1s the chief glory of our speciles."
enjJoys a much more extended image of space and time. The
human is located in a temporal process; he has an image
of the past which extends far beyond the limits of his
experlience, and he has an image of the future. He 1is
also aware of cause and effect, of the relations of one
thing to another. There is also an increased awareness

of self-consciousness and of self-awareness. The human

knows, and he knows that he knows.33 This is the
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reflective character of the human image; it 1s what leads
to philosophy.; All these human characteristics--sense of
time and space;;nd sense of relationships--enable man to
have rational behavior, that 1s, the human response is

not to an immedlate stimulus but to an image of the

future flltered through an elaborate value system.x The
human image not only contains what is, but also ﬁggt might
be. "In rational behavior man contemplates the world of
potentlalities, evaluates them according to‘his value
system, and chooses the 'best.'"3u

-

7 Man's 1mage 1s also characterized by a phenomenal

"//

capacity for internal growth and development qulte inde-
pendent of messages recelved from the environment. When
this capacity runs amuck, as in the case of the schizo-
phrenic, the person bullds up a whole imaginary universe
out of the multiplicatlion of his own images without regard
to any contradictory messages from the outside world.

L Man's 1mage 1s also characterized by the ability to
have an image of himself as well as an image of many others.
This capacity enables man to enter into complex personal
relationships, to build organizations, and to write novels.
This capacity for abstract communication and language and
the ability to enter in imagination in the lives of others
enables man to build organizations of a size and complexity
far beyond those of the lower animals.35 Organization,

which we loosely defined as a structure of roles tied
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together with lines of communication, are not men, but,
in a sense, parts of men acting in a certain role. Be-
cause of this, each man 1is able to participate in many
organizations 1n different roles and in different parts
of his time and activity. The organization maintains 1its
role structure even though individuals occupyling various
roles are constantly changing positions.

Organlizations themselves exhlbit characteristics
similar to organisms. Organizations have a division of
labor, speclalized roles, and a hierarchial structure of
communlication and authority. Also, as in biological
structures, the organization has some "central agent,"
some executlive or responsible agent whose decisions are of
prime importance in determining the behavior of the organ-
ization. The behavior of the organization can be inter-
preted as a result of the image of the executive, directed

by his value system.36

The executive, in this sense, 1is
analogous to the control mechanism of the thermostat. He
recelves messages from the members of the organization,

and his Job 1s to transform those messages into instructions
or orders which go out into the organization. The execu-
tive, however, is not merely a machine which takes in
messages and sends out Instructions. The messages which
come in to the executive are filtered through his iﬁage. 3
The outgoing messages are, therefore, a result of his imagé

and not of the incoming messages. The incoming messages
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only modify the outgoing messages if they succeed in modify-
ing the executive's image.

Another part of man's image 1is, as we have seen, a
public image. Man has a public image of the organization
in which he plays a role or which comprises his environ-
ment. This public image is, in many respects, a self-
conscious 1mage, and, consequently, the organization it-
self may be said to have self-consciousness. However, it
is important to note that the image is always the property
of the individual, not of the organization.

It is clear from all that has been said that as we
proceed from lower to higher levels of organization, the
concept of image becomes an 1lncreasingly important part of
any theoretical model, and the image 1itself becomes 1in-
creaslingly complex. At the first two levels of organization
there 1s little, 1f any, concept of image. At the level of
simple control mechanisms the image takes on a basic form.
It 1s clearly exhibited at the next level--the cellular
level of organization. As we ascend the bilological ladder
it grows in importance until we reach man where 1t 1is of
overwhelming importance in the 1interpretation of human

behavior and of the dynamics of soclety.

The Image in Socilety

Images, it has been pointed out, are the property of
the 1ndividual person. By way of metaphor and analogy we

can speak of organizations or of soclety as having an
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image.37 Nevertheless, lmages of some individuals, and
parts of the 1image of most individuals can properly be
regarded as an image of the soclety itself even though the
image 1s 1in the minds of the individua1.38

Therefore, to discuss the image and its relation to
society, it 1s necessary to think of an inventory of indi-
vidual images. We may, on a basic level, think of this
as a simple list of the images: the image of person
a, b, ¢c, d. . . z. This inventory of lmages is maintailned
and changed by the processes of soclety. For example, the
things which change individual images are also involved i1n
changling socletal 1mages. The most basic thing which
soclety uses for changing images is the learning process.
The learning process 1s what has been referred to as the
messages which 1lmpinge on the individual 1mage.

Soclety, then, 1s generally composed of individuals
and also of organizations. Individuals are grouped into
family organizations, unions, universities, churches, busi-
nesses, and so on. The existence of these organlzations
depends upon the presence of a "public image'" among those
who participate in its roles. Of course every individual
in an organization does not need to have an identical
image of the organization.

The image of a great organization which 1s possessed

by the president of the company is very different

from the 1lmage of the same corporation possessed

by the Janitor. . . . 1lmages of the roles must be

consistent with the over-all image of the organ-
ization itself.39
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The organization itself begins as an image in the
mind of some individual. A Justin Morrill, for example,
conceived the image of a land-grant university. Morrill's
abllity to implant this image or at least an approxi-
mation in the minds of others depended upon his powers
to communicate.

As an organization grows and becomes more complex
a division of labor begins and people assume different
roles. The growth of the organization 1s at some point
characterized by a breakdown in face-to-face communi-
cation.uo

As the organization grows the image held by the
central agent--the executive--becomes greatly superior in
complexity and in content to that of any of the other
members of the organization. However, the image of the
organization is also held by the individuals composing
the organization. Moreoever, the individual's image of
his role 1n the organization is not passlive. The role may
impose 1tself on the individual but the individual also
reorganizes the role itself through the operations of his
own 1lmages. This constant interaction between the role
and the personality is one of the dominant characteristics
of society and of organizations.ul

The organization does not, as was pointed out, have

an image of its own. But the organization does possess

something analogous to the phenomenon of self-consclousness.
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Thls self-consciousness 1s the property of the public

image of the organization which is shared by those who

participate in it or are related to it.u2

Organizations, like organisms, have both a pheno-
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type and a genotype. The phenotype of a unilversity is

the form of the campus, the buildings, the academic
calendar, the curriculum. Students and professors come
and go but the university goes on. But in the case of
organizations, the image resides in the genotype not in
the phenotype. Because of their hierarchical nature,
there are some individuals in the organization whose images
are of peculilar importance in the organization.

The phenotype of a university moves more toward

the 1mage of the president than it does toward the

image of the humble instructor. Nevertheless, in

the dynamics of an organization all images are

important and none can be neglected. We must

always operate with the concept of an inventory

of images and we can never replace thls inventory

by a single image, not even of the most important

person in the organization.““

Leo B. Moore puts thilis same idea another way.

As each in his own way contributes his blt to the

mosaic that makes for the image so also it 1is true

that each may contribute to that fund of know-

ledge which provides assurance that we are stﬁering

by the right star and in the right direction.®5
The lower levels in the organizational structure, Moore
insists, must not merely receive communications about what
the lmage will be; they must participate to the 1limit of
thelr capability in the formation and adjustment of the

:Lma.ge.u6
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The University Subculture and the Image

A subculture may be defined as a group of people
sharing a public image.u7 This public image need not be
a consclous image and the group need not be conscious that
they are sharing it. If, however, there are baslc similar-
ities in the images of the different individuals in the
group, the behavior of the group will, in general, rein-
force the similarities. This i1s because the symbolic
messages which are issued from individuals in the group
reflect in some degree the image which they possess. When
these messages are received by other individuals in the
group they confirm the image which is held by the recipient.

The university subculture is but one of many sub-
cultures 1n our soclety. In medileval times the university
subculture was dominated by philosophy and theology. This
domination by theology held true in the American colleges
in the early part of thelr development. Today the uni-
versity is dominated by scilence. The university enjoys a
complex public image, and its main characteristic is
speclalization.

Because of this high degree of specialization, how-
ever, each speclalist within the university sees the image
from his own vantage point. The image of hls own specilalty
is seen in great detail; related specialization 1s seen
somewhat more vaguely; distant fields are sometimes hardly

perceived. Within the university, then, there is no single
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public image uniting the intellectual subculture. "Rather
there 1s a series of departmental and specialized images
which form some kind of an overlapping continuum."u8
The continuous division of the intellectual subuniverse
into sub-subuniverses or departments of dlscourse has be-
comeﬂa‘serious problem. This problem is, to some extent,
the result of the increasing size of the transcribed image
of the intellectual universe which makes it impossible
for any single individual to become familiar with it all.l19
The departmental organization also means that an individual
may satisfy his need for gregariousness within the confines
of his own department of specialization. Lines of communi-
catlon fall almost wholly within departments and very
rarely extend from one department to another. The more
thls happens the harder it becomes to break through the
departmental barriers; each department develops an image
of its own and a language of 1ts own. Within the depart-
mental walls the image grows, changes, develops, and decéys
almost with a 1life of i1ts own. Each academic discipline
often develops with little regard to what is happening in
other disciplines or even in the outside world. The members
of the departmental subculture turn inward and devote them-
selves to the elaborate solution of problems which they
themselves create.

The university 1is also made up of many sub-cultures

besides the departmental sub-cultures. For example, there
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is a student sub-culture, a non-academic personnel sub-
culture, and so forth. The purpose of thils study is to
focus on the college sub-culture within the university

and to consider only the sub-cultures of the departments

and administrative groupings wilthin the college.

Part II.--Organizational Theory

and the Image

An organization, as we have seen in image theory, is
the sum total of the 1ndividual images held by the members
of the organization. This collective image of the organ-
ization is reflected to the people ocutside the organization.
Theoretically, there 1is a slmilarity between the internal
and external organizational images.

This view of organizations--as the sum total of indi-
vidual images--suggests the use of some sort of organ-
izatlional perceptual theory. Christopher Sower is the
prime exponent of looking at organizations in terms of an

individual's perceptions.50

Sower does not use 1mage
theory for developing his crganizational theory, but he
uses a synthesis of several organizational models which
lend themselves to image research. With some modifications
Sower's model for organizational analysis can be used for
linking image theory with organizational analysis.

To understand Sower's model for organizational

analysis it 1s necessary to briefly sketch some key
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theoretical positions in organizational literature.
Sower's work represents a synthesls of some of these
positions.

Before sketching these positions, however, 1t would
be helpful to give certain organizational definitions.
Organizational theorists use technical terms, and an
understanding of the literature must begin with an under-
standing of these terms.

To begin, then, an organization is called an arti-
fact.Sl An organization is a socilal group, but unlike a
natural soclety, it has been assembled for a purpose. It
1s a bureaucratically arranged social group with at least
one specifiable goal.52 This means the members of the
organization have different functions which relate to a
goal of the organization. The organizatlonal goal is a
state of affairs which the organization brings into being.
Indeed, the organization exists for these goals. These
goals, in image theory, are future states, future pilctures
of the organization, which may or may not be brought about.
Once a goal 1s achieved, 1t becomes a part of the organ-
ization or of its environment, so it 1s no longer an image
guiding organizational activities; it is no longer a goal.

A system is defined as a conventionally selected set
of variables which are supposed to interact.53 These
variables are defined 1n such a way that, given the state

of the system at a specified time, its state at any other
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given time can be predicted. This set of variables may
be a part of a larger set of variables, that is, the
system to be studled may be a part of a larger system.

The elements of a system are the entitles of the

system that reflect 1its substantive content.su They are
the descriptive terms of the system.

Variables of the system are the conditions of these

elements within an organization at given times.55 The
value of the varilables at any given time defines the state
of the system at that time. They carry the implications
of change or varlation regardless of the precision with
which this change can be measured.

Parameters of the system are the condition of ele-

ments outside the organization which act and interact upon

it as environmental variables.56

The parameters are the
external organization variables which affect the organ-
ization. Organizational change comes through a change in
either the variables or the parameters of the system or
both.

An organizational model is best described by C. Wright

Mills.57 Mills points out that most of the ideas of the
classical social theorists are not of the sort that can be
readily shaped for precise testing. Rather, they are
interpretative ideas oriented to various ways of looking at
soclal realities. The theorists attempt to state general

historic trends of the main drift of societies. They
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attempt to make sense of what is happening in order to
gauge or predict the probability of future events. They
structure these "great ideas," which represent the vitality
of the men in the classical social tradition, into working
shapes which are called models. These models are described
as follows:

In these working models are contained statements of
(1) the elements to which attention must be paid if
we are to understand some particular feature of
society as a whole, and (2) the range of possible
relations among these elements. The elements are
not left merely to interact in some vague way.
Rightly or wrongly, they are constructed in close
specific inter-connection with one another, and
causal welights are assigned to each. These imputed
connections, and weights, of course, are specific
theories.58

Organizational Theory: The Natural System
Model versus the Rational Model

Historical studies by Gouldner59 identify two distinct
approaches taken by classical organizational analysts. The

first is called the rational model. This model is best

exemplified in the work of Saint-Simon, Gulick and Urwick,
and Weber.60 In this model, the organization is conceived
as a dellberately established structure--an instrument,
that 1s, the formally blueprinted patterns which are gener-
ally subject to dellberate inspectlon and rational manipu-
lation.

The second model classified by Gouldner is called the
natural systems model. This 1s best exemplified by the

work of Comte, Michels, Selznick, and Parsons.61 Here, the
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organization 1s concelved as a "natural whole" or a system.
The organization goal 1s one of several important needs to
which the organization 1s oriented. Its component struc-
tures are seen as emergent institutions which are under-
stood only in relation to the diverse needs of the total
system.62 As such, the organization strives to survive
and to maintain its equilibriuh. This striving toward
balance may go on even after the organization's explicitly
held goals have been attained. Equilibrium becomes more
important than rationality. The focus of organizational
analysis, using this model, is not on deviations from
rationality but on disruptions of organizational equilibrium,
particularly on mechanisms by which equilibrium 1s maintained.
Gouldner says that 1t 1s a major task of organizational
analysts today to reconcile the "rational" and "natural
system" models.63 He calls for a single synthesized model
which will aid in analyzing: (1) the distinctive charac-
teristlics of modern organizations as rational bureaucracies,
(2) the characteristics which bureaucratic organizations
share with other kinds of social systems, and (3) the re=-

latlonship of those characteristics to one another.

Effectiveness versus Survival Models

Etzioni, in hils discussion of organizational effective-

ness, identifies two other classical organizational models--

the "survival" model and the "effectiveness" model.6Ll
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The survival model specifies a set of requirements which,
if fulfilled, allow a system to exist. All conditions
specified are necessary prerequisites for the functioning
of the system; remove one of them and the system will
disintegrate. The analytical test for this model demands
only a yes or no answer to the question, "Is this specific
relationship functional?"

The "effectiveness model," in contrast, defines a
pattern of interrelatlons among the elements of the system
which make it most effective in the service of a given
goal. Georgopoulos and Tannenbaum define organizational
effectiveness as the extent to which an organization as a
social system, given certain resources and means, fulfills
its objectives without incapacitating its means and re-
sources and without placing undue strain upon its members.
This model indicates that although several functional
alternatives satisfy a requirement (or a need) some are
more effectlve in doing so than others. There 1s a first,
second, and nth. cholce. Only rarely are two patterns
full alternatives in that they have the same effectlveness

value.

Perceptual Theory

Perceptual theory 1s considered to be a phenomeno-

logical approach to the study of human behavior.66 It 1is

concerned with the observation of behavior known through

65
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the senses, that 1s, as sensed or reported by the one who
is behaving. The observer attempts to view the situation
from the point of view of a particular individual (the

personal image) 1in order to predict what that individual
will do 1n a given situation (the spatial, temporal, and
relational images). This, then, is an internal rather

than an external approach to the study of human behavior.

Perceptual theory holds that reality for an indi-
vidual 1is what that individual perceives reality to be,
and that he acts in a manner that 1s consistent with that
perception. Perceptual theory holds that awareness (the
consciousness image) 1s a cause of behavior, that per-
ception is affected by the individual's physiology, values,
beliefs, and needs (value and affectional images), that
perception is dependent upon opportunity, that an indi-
vidual's perceptual field is unique to him, and, finally,
that an individual's behavior 1s purposeful, relevant, and
pertinent to the situation as he understands it.67 The
entire perceptual field, the behaver's universe, includes
the past, present, and future as he has experienced or
inferred them.

Perceptual theory also holds that an individual's
behavior is predictable on the basis of postulated relation-
ships between the perceptual fleld and the past behavior of
an individual. Likewise, future perceptual fields and

behavior may be projected,68 The perceptual theory also
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holds that change in a perceptual field does not occur
through a process of differentiation, that 1s, of recog-
nizing the emergence of new segments of the field in
detail and the lapsing out of other segments of the field
into undifferentiated ground. Therefore, it is possible
not only to predict behavior, but also to change behavior
by bringing new perceptual fields into focus at the indi-
vidual's awareness level.

In sum, perceptual theory holds that an individual
will behave in a manner consistent with his perceptions.69
The correctness of an individual's perception of reality
is subject only to proof, that 1s, comparing it against
the "social reality," or the public image, which, as we
have indicated, 1is the overlapping of perceptual fields
of different people. The perception most people seem to

hold in common becomes the basis for this type of "proof."

Sower's Model

Christopher Sower addresses himself to the problem
of synthesizling the rational, natural system, and effective-

ness models. He also takes concepts from perceptual

70

theory. This synthesis is also compatible with

Etzioni's suggestion that the system model is most

appropriate for studying organizations.71

Sower's major assumptions are:72
1. The key.to understanding and explaining the

operations of an organization and thelr
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consequences 1is the organizational link between
its subgroups.

2. The extent to which an organization achieves 1ts
goals 1s a consequence of certain internal vari-
ables. These variables are subject to change
upon decisions of persons who occupy specific
positlions in the organization. A corollary of
this assumption 1s that these variables, when
identified, are capable of being described and
explained, and the relationship between them
predicted.

3. The actions of the 1ncumbent of a position within
an organization will agree with hils own expec-
tations of behavior proper to that position and
what he concelves the expectations of relevant
others to be, whether they are shared by a
majority or not, and whether or not his con-
ceptlons are accurate.

The relationship between the organizational variables !

are explained by Sower's "Model for Explaining and Pre-

dicting the Relationship Between Internal Organizational

Variables and the Extent of Goal Achievement for a Develop-f

ment Organization." Briefly, this model accounts for the

following internal relationships:
1l. The extent to which the organization's members
have a clearly defined conception of its purpose

and goals.
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2. The extent to which the organization imposes
upon its members patterns of expected behavior
that are congruent with thelr own behavior
expectations.

3. The extent to which the organization's members
are interested in achieving its goals.

These relationships are the intervening variables of
the model. Consensus among members of the organization on
each variable selected directly determines the extent to
which the organization is 1llkely to achieve its goals.
Postulates constructed from these three intervening vari-
73

ables may be expressed as follows:

Postulate I

The degree to whilch an organization will achieve its
goals 1s directly related to the extent to which its
members have a clear conception of the organization's
purposes or goals.,.

Postulate 11

The degree to which an organization will achieve its
goals 1s directly related to the extent to which

the organizational role is perceived as clearly
defined by "relevant others."

Postulate III

The degree to which an organization will achieve its
goals is directly related to the extent to which the
organization imposes upon its members patterns of
expected behavior that are congruent with their own
behavior expectations.

Postulate IV

The degree to which an organization will achieve its
goals is directly related to the extent to which its
members are interested in achleving the goals of
that organization.
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Summary

An image, according to what we have said here, is an
alterable state of subjective knowledge. An image is what
the possessor believes 1s true. It is the everyday situ-
atlons of self and surroundings taken to be reality. It
is reality to the possessor, and, as such, it governs his
behavior.

The image exlists on various organizational levels,
beginning with the static level of organization, puzzles
and inanimate obJects, for example; it reaches an apex in
the complex images possessed by the human being. The
human image 1s composed of ten dimensions:

--The Spatial Image;

--The Temporal Image;

--The Relational Image;

--The Personal Image;

--The Value Image;

-=-The Affectional or Emotional Image;

--The Conscious, Unconscious, or Sub-conscious

Images;
--The Certainty-Uncertainty Image and the Reality-
Unreality Image; and

--The Publlic Image.

Organizations, in terms of the image theory, are
products of man's image. Organizations exhibit the ten
human 1lmage dimensions. To say that an organization has
an image, however, is to speak metaphorically or by way
of analogy. The organization, besides the reality of its
structure, 1s actually made up of the images of individuals.

If an organization is the sum total of the individual

images of its members, then Ilmage theory may be used for
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organizational analysis. This means that organizations
may be analyzed from an internal rather than an external
viewpoint.

The work of Christopher Sower is best suited for
implementing the 1image concept for organlzational analysis.
Sower emphasizes a perceptual approach to organizational
theory. His organizational model takes into account the
perceptions of the position incumbents, that 1s, the
members of the organization. Sower's model i1s also based
on four predictive assumptions which make 1t possible to
draw certaln conclusions or measure organizational
effectiveness in terms of image consensus.

In the next chapter, a methodology is presented for

operationallzing the theories presented here.
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CHAPTER 3

METHODOLOGY

Introduction

The methodology used in this study is presented and
discussed in this chapter. The following topics are
developed: (1) Underlying Theory for the Methodology;
(2) Selection of Study Population; (3) Instrumentation;
(4) Statistical Hypothesis; (5) Experimental Design; and

(6) Statistical Models Used for Analysis.

Underlying Theory for the Methodology

The methodology used in this study 1s a modification
and adaptation of a method developed by Robert Anderson.l
Anderson's methodology i1s based on Sower's theoretical
model, viz., "Model for Explaining and Predicting the
Relationships Between Internal Organizational Variables
and the Extent of Goal Achievement for a Development
Organization."2 Sower's model explains the relationship
between the independent and dependent organizational vari-
ables. This model 1s basically a consensus model in
which the internal organizational relatlonships to be

considered are consensus factors:

54
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The extent to which the role of the organization
1s perceived as clearly defined by 1ts position
incumbents.

The extent to which the organization defines
percelved congruent behavior expectations for
its position incumbents.

The extent to which the position incumbents are
interested in achieving the goals of the organ-

ization.

Consensus among members of the organization under analysis

directly determined the extent to which the goals of the

organization will be achieved.

Selection of Study Population

The population used in this study was defined in

two ways:

1.

All members of the College of Education,
Michigan State University, East Lansing,
Michigan, and

All school superintendents, high school and
elementary principals in Ingham County,

Michigan.>

For purposes of this study the populations were

treated in the following manner. A member of the College

of Education was defined as anyone who held a position of

either instructor, assistant professor, associate pro-

fessor, or professor. The sample was broken down 1into
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the following sub-samples: (1) deans (including Dean,
Assoclate dean, and assistant deans), (2) department chair-
men, (3) institute directors, (4) full-time faculty members,
and (5) part-time faculty members. In addition to these
five basic sub-groups, the College was also divided into
departmental categories; this resulted in seventeen (17)
sub-group classifications. The total College population
was further divided by rank--instructor, assistant pro-
fessor, assocliate professor, and professor. Finally, the
total group was divided into those having tenure and those
who were non-tenured.

Because of this breakdown into various sub-groups,
it was found necessary to sample the entire population.
The total population was defined, therefore, as 209. Of
this total population of 209, only 201 members of the
College could be used for the study. Eight members of
the faculty were either on leaves-of-absence, foreign ser-
vice, or theilr contract had terminated with the College.
This left an N of 201.

The sample of school personnel selected from Ingham
County was divided according to membership in a school

district. These school districts included:

--East Lansing, --Mason,
--Lansing, --Stockbridge,
--Okemos, --Webberville,
--Waverly, --Williamston.
--Dansville,

--Haslett,

--Holt,

--Leslie,
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A total of 102 persons were selected for study from the

County school population.u

Instrumentation

The instrument used for this study is a modification
and adaptation of an instrument developed by Anderson.5
The instrument 1s an attempt to meet the theoretical con-

slderations set forth by Sower (see Chapter 2). Basically,

the instrument considers the following variables.

1. Dependent Variables.--The goals of the organ-

ization represent the dependent varlables of the method-
ology.

2. Independent Variables.,--The role of the organ-

ization as perceived by incumbents of the organization.

The role of the organization as perceived by relevant
others who are not members of the organization. The per-
ceived expectations impinged upon position incumbents in
the organization by self and relevant others. The interest
position incumbents express in achilevement of the organ-
ization's goals.

3. Control Variables.--The control variables include

the followlng factors related to the position incumbents:
(a) position in organization hierarchy, (b) position in
special interest organizations, and (c¢) relevant other

relationships.
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Instrument Development and Administration

The elements whlch make up the independent varilables
in the study organization are determined by administration
of a question and answer device constructed along the
lines developed by Anderson.6 This device is called an
Open-ended Questionnaire (OEQ). The OEQ consisted of
the following questions:

1. What do you believe to be the purpose and goals
of the College of Education, Michigan State
Unilversity?

2. In your opinion what do school administrators
now think are the goals and purposes of the
College of Education, Michigan State University?

3. In your opinion what are the most important
specific programs (teaching, research, service,
etc.) engaged in by the College of Education,
Michigan State University?

4, 1In your opinion what specific programs (teachilng,
research, service, etc.) should be acted upon by
the College of Education, Michigan State Uni-
versity?

All members of the organization and all members of the
Ingham County school district population received a copy
of the OEQ along with a letter of introduction and explan-
ation (see Appendix A).

Basically, the respondent was asked to write out

his opinions and reactions to the four questions. No
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limits were placed on the response. Respondents were told

to write as much or as 1little as they wanted.

OEQ:

The following assumptions underlie the use of the

The internal conception of an organization 1is
related to the way position 1ncumbents of that
organization act and identify themselves rela-
tive to the identities attributed to them in

the past (or to others in that position) by
relevant others who hold authoritative posltion
to ascribe roles (or the way in which relevant
others act or have acted toward the position in-
cumbent). This self-conception of an organization
is assumed to be comprised of the organized past
experience of its position incumbents. This
self-concept leads to an organizational self-
expectation that acts to guide the organization's
ongoing soclal behavior. The self-organizational
expectations have predictive utility.

The important elements of an organization's self-
conception are available at the awareness level
through statements by its position 1Incumbents,
provided they can and are willing to state them.
This comprises a direct approach to an organ-
ization's self-conception. Position incumbent

respondents are confronted with the problem of
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identifying the organization of which they are
a part. They must decide for themselves how
this identification will be made.’

Obviously, an infinite number of descriptlve state-
ments could be made by position incumbents in a given
organization. The OEQ device used, therefore, accounts
for a very small fraction of all possible elements or
descriptive statements that respondents might make.

Research done utilizing the similar "Twenty-State-
ment Problem" indicates that even a small sample of state-
ments about the self is useful because 1t permits both
stable differentiation among persons and reliable pre-
dicatlons about thelir behavior.8 It 1s held, therefore,
that an analytlc transfer of self-concept from an indivi-
dual to an organization can be made without a significant
loss in the reliabllity or predictive usefulness of the
Twenty-Statement Problem methodology, or, in this case, the

OEQ device.

Administration of the Instrument

Anderson suggests that the OEQ devlice may be adminis-
tered in group situations, directly to single persons, or

by mail.9

For this study the 0OEQ was administered by mail.
Respondents were assured that they were free to express
their concerns about the organization, that these concerns

would be consciously considered in future decision-making,
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and that no personal punishment or reward would result

from their participation in the project.

Analysis and Classification of Responses

The information gathered from the OEQ would, in it-
self, provide a sound base for qualitative and quantitative
analysis of the organization. However, this study was not
concerned with any direct analysis of thils information.
Rather, the OEQ was used for generating and selecting
significant elements or descriptive statements about the
organization. The statements were numbered and classified
according to theilr literal content by using subject as one

criterion and action verb as a second criterion.lo This

categorization not only satisfied the requirements set down
by Anderson, but it also answers the plea of image-
researchers that image research must consider both content
and value of statements.

A total of 110 OEQ devices were returned from the
total population. This total represented a satisfactory
amount of returns, since, according to Anderson, no
statistical significance 1is placed on the returns of the
OEQ device. The point of emphasis 1s to have the organ-
izational members generate a number of descriptive state-
ments about the organization.

Each individual's responses were typed on separate

cards; one card was used for each descriptive statement.
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This resulted in approximately 600 separate response
cards.

The cards were flrst divided into subject categories.
This resulted in apprcximately 150 categories from the
initial €00 single respcnses. A frequency distribution
was done on the 150 categories; the subJect appearing the
most was placed in the first deck, and the subject appear-
ing least was placed in the last deck.

The cards within each category were then classified
according to the action of the verb, that 1s, the cards
were classified according to the strength of the verb.

The question here was, "How strongly does the respondent
feel about the subject?"

This classification and reclassification resulted in
a rough draft of a device which contained the elements of
the organization. This rough draft contained 147 indivi-
dual statements. It became necessary at thils point to weed
out the unnecessary, repetitious, and non-significant
statements,

A panel of 12 graduate students was chosen to select
significant items. The panel weeded out 66 items, leaving
a total of 81 descriptive statements.

These descriptive statements were developed into a
rating-scale device., It should be noted that the items
selected from the OEQ are edited as 1little as possible.

This is to insure that the responses are kept as close
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as possible to the original wording and intent of the
respondent. The researcher 1s, however, free to add de=-
scriptive statements which may have particular bearing

on the study. For this study, goal statements were taken
from an article which described the College of Education
and its goals.ll This was done at the request of the

Associate Dean, John X. Jamrich.

The Rating Scale Device

The Rating Scale device 1is based on the notion of
consensus or variation of the elements as percelved by
position incumbents of the organizatlon under analysis.
The Rating Scale device asks each respondent to what ex-
tent he agrees with the elements (specific descriptive
statements). This satisfies the theory of Boulding and
others that the image has a value dimension. The re-
spondent chooses between the following response categories:

1. Strongly Agree

2. Moderately Agree

3. Not Sure

4, Moderately Disagree

5, Strongly Disagree

Administration of the Rating
Scale Device

The Rating Scale device was administered to the

same population that received the OEQ (201 members of the
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College and 102 school personnel). The Rating Scale device

was administered by mail (see Appendix B).

Hypotheses to Be Tested

Responses obtalned from the Rating Scale device were
required to test the hypotheses set forth in Chapter 1.
These hypotheses were stated in null form, that is, no
differences were expected between the groups under study.
The College of Educatlion was assumed to be a stable organ-
ization, that is, an organization with clearly defined
goals, clearly defined role structures, an adequate
communication network, a stable population, and good
relations with outside groups and organizations.

The hypotheses, then, are as follows:

1. The 1mage of the College of Education held by
five internal sub-groups (deans, department
chairmen, full-time faculty, part-time faculty)
will not vary significantly between groups.

2. The image of the College of Education held by
17 departmental sub=groups will not vary signifi-
cantly between departments.

3. The image of the College of Education held by
the four teaching ranks (instructor, assistant
professor, associate professor, professor) will
not vary significantly between ranks.

4, The image of the College of Education held by
tunured and non-tenured academic personnel will
not vary significantly.

5. The 1image of the College of Educatlon held by
members of the College wilill not vary signifi-
cantly from the 1lmage of the College held by
school administrators in Ingham County
(Michigan).
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These five hypotheses may be stated symbolically as:

l. Ho =M, =M, =M, = Mu = M

1 2 3 5

Hl # Ml # M2 # M3 # MM # M5

In these symbolically stated hypotheses, the term Ho
represents the null hypothesis; = means there is no
difference; Hl represents the alternate hypothesis;

# means there 1s a difference, and M represents the total
mean scores for each group. If, for example, the total
mean scores for groups 1, 2, 3, and 4 (hypothesis 1) are
not found to be significantly different, then Ho will be

accepted and the alternate H, will be rejected.

1
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Analysis of Data

In Anderson's original methodology, consensus was
treated as a simple measurement of mean, variance, and chi-
square. Such measurement was found 1lnadequate for purposes
of this study because they differentiate on a low level of
significance. Therefore, besides the initial analysis
suggested by Anderson, this study includes two additional
statistical models--F test and t-test.

In Anderson's original methodology, the means for
each response were used to get a measure of central tendency
for the response. Along with the means for each response,
this study takes into account the total means for each

group. The Standard Deviation was used to call attention

to disagreements on each item rather than to indicate

direction of response patterns. Chi-square was used to

point out significant differences at the 0.05 level of
slgnificance. All these basic statistical measures were
obtained on the Michigén State University 3600 Computer
using the "Act 1.01 Program" developed by Alan M.
Lesgold.12

In addition to these measurements, an F-test was
used to indicate significant difference at the 0.05 level
of significance. The F test is the most powerful measure-
ment in parametric statistics. Parametric statistics

deal with populations of unequal number. The F test

measurement and an analysis of varlance was obtained by



— — — ——



67

using the program "One-Way Analysis of Variance with
Unequal Number of Replications Permitted."13 It should
be noted that this program is designed to test varilance
and F test significance on heterogeneous populations of
two or more groups. The program 1s designed to compen-
sate for unequal sub-groups within the total population.
The F test, then, was used to point out significant
differences between groups and significant differences on
each item.

At this point all necessary calculations are com-
plete; the hypotheses may be accepted or rejected. It is,
however, helpful if one additional test is made. This
test, called a postmortem test, 1s calculated on those
items which were Judged significantly different by the
F test. A t-test was found most appropriate for this
study.

To summarize, the mean scores will be used to indi-
cate central tendency, standard deviation will indicate
disagreement, chi-square willl indicate significance at
the 0.05 level of significance. Analysis of variance with
unequal sub-groups and F test will be used to indicate
significant differences between total mean scores and on
each item, and the t-test willl indicate significant differ-

ences between any two groups on single item responses,
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CHAPTER 4

PRESENTATION AND ANALYSIS OF DATA

The purpose of thils chapter 1s to demonstrate the
application and usefulness of the methodology presented
in Chapter 3. The data presented here represent the re-
sults obtained when the methodology was used to analyze
a specific organization--The College of Education,
Michigan State University, East Lansing, Michigan. This
chapter provides descriptive and explanatory data for
that analysis, and, where possible, predictive conclusions

based on the theory presented in Chapter 2.

Procedure

The methodology was carried out according to the
procedure described in Chapter 3. The population sample
of the College of Education included all members of the
organization, with the exceptions noted in Chapter 3.
The data presented here was obtalned from the responses
of 144 members of the College. This represents 71% of
the total population.

The population sample of superintendents, high school,

junior high school, and elementary principals included a

70
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total of 102 members. The data presented here was ob-
tained from 61 respondents. This represents 59.8% of
the sample population.

Both populations received the Open-Ended Question-
naire and the Rating Scale device 1in the form of malled
questionnaires. One follow-up letter was sent to members
of both groups who did not respond to the Rating Scale
device after one-and-a-half weeks of 1ts initial adminis-
tration.

Responses to items on the Rating Scale device were
recorded and verified on IBM Data Processing Cards.
Specific items that were not scored by the respondent
received a score of 0; thus, the response was not
figured into the totals. Analysis of each statement was
conducted only on responses circled 1-2-3-4-5,

Group mean scores and varilances were calculated for
both row and column effects. Row effect consists of the
total statement mean score and variance for each re-
spondent, that is, a simple addition of responses for
all 81 items. Column effect consists of the group mean

scores and variances obtained for each of the 81 items.

Presentatlion of Data

Study findings are reported by using the following
measures of analysis: means (measure of central tendency),
variance, F-test significance, and t-test significance

(where applicable). The means and variances are related
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to the degree of consensus about elements, that is, items
selected by the position incumbents of the organization.

The measure of central tendency is the mean score
of the respondent's scaled responses to the statements
which made up the intervening variables of the study.

This score gives an over-all priority rating to each ele-
ment or item included in the study. The grand mean score
obtained from each i1tem, and the mean score of all position
incumbents, form the basis for ordering the items from a
position of "strongly agree" (or high priority) to a
position of "strongly disagree" (or low priority). When
interpreting the results, a mean of 1.00 indicates
"strongly agree," while a mean of 5.00 indicates "strongly
disagree." If a mean score is carried out to second and
third places (2.41 for example), the second and third places
are rounded off to the nearest tenth. A mean of 2.41 is
interpreted as "moderately agree." A mean score of 2.50 is
interpreted as "moderately agree" or "not sure."

While the mean scores may be used to give an indi-
cation of level and direction of an item, they do not neces-
sarily give a true measure of consensus. For example, the
group mean scores of an item may fall within a very narrow
range on the rating scale (2.50 and 2.60, for example).
Such close distribution may lead to the conclusion that
consensus between groups exlsts on that item, or consensus

exists within the response group. It may be the case,
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however, that the within group mean scores on a given item

range from "strongly agree" to "strongly disagree." This
represents a wide varlation in intensity of responses on
that item. If such a wide range within one or more groups
does 1in fact occur, despite the fact the group means
happen to fall within a narrow range, it would be an error
to conclude that there 1s consensus on that item.

A second measure, the measure of varlance (or vari-
ation in the responses from the grand mean score) must also
be taken 1Into account. The variance 1s necessary to get
F test results.

F test results are used to point out consensus or
non-consensus on total mean scores or on individual items.
The F test significance on total means or on individual
items was set at the 0.05 level. This means that to be
significantly different an item must have an F test re-
sult of 0.05, 0.04, 0.03, 0.02, 0.01, or 0.00.

The t-test, although not necessary to the hypotheses
of this study, is used when certain items called for deever
analysis. The t-test 1is used to locate significant differ-
ences between two groups. It should be noted, therefore,
that the t-test 1s not employed for all items or for all
groups which were found to be significantly different by

the F test.
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Study Findings Format

The data presented here 1s used to accept or reject
the null hypotheses presented in Chapter 3. Interpretation
of the study results 1s based on the theory presented in
Chapter 2, especially Sower's four predictive postulates.
These postulates were stated as:

Postulate I

Within an organization the degree to which organ-
izational goals will be achieved 1s related
directly to the extent to which the organizatlon's
role is percelved as clearly defined by position
incumbents of that organization.

Postulate II

Within an organizatlon the degree to whlch organ-
izational goals will be achleved 1s related
directly to the extent to which the organizational
role 1s perceived as clearly defined by "relevant
others" (School Administrators).

Postulate III

Within an organization, the degree to which organ-
izational goals will be achieved 1s directly related
to the extent to which the organization defines
congruent behavior expectations for i1ts position
incumbents.

Postulate IV

Within an organization, the degree to which organ-
izational goals will be achieved 1s directly related
to the extent to which the position incumbents, or
members, of that organization are interested in
achieving the goals of the organization.

These four postulates were reflected in the method-
ology in the four basic statements which made up the Open-

Ended-Questilionnaire.
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Presentation of Data

The findings of the study are presented under each
hypothesis. Each hypothesis is stated along with signifi-
cant data and a statement of acceptance or rejectilon.

This 1s followed by presentation and analysis of items
which were found significantly different by the F test.
The t-test results are then presented and interpreted. A
discussion of the results for each hypothesls 1s presented

after all data have been presented for the hypothesis.

A Note on Tables

The major summary tables contalning the data for this
study are presented at the end of this chapter. In Tables
1, 2, 3, 4, and 5, means scores for each group and for each
item are presented with standard deviations, chi-squares,
degress of freedom for each item, and F test significance.
Tables 6 through 30 present item comparisons between two
groups, that 1s, mean scores and t-test scores for each
item that was Judged significantly different by the F test.

Hypothesis Number One.--

The image of the College of Education held by five
internal sub-groups (deans, department chairmen,
(institute directors, full-time faculty, part-time
faculty) will not vary significantly between groups.

Ho = Ml = M2 = M3 = MU =M

Hl # Ml 7 M2 7 M3 7 MU # M5
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To test this hypothesis, the total mean score for
each group was computed, that is, the 81 items on the
questionnaire were added up for each group. The total
mean score for each group was compared with the scores
of the other groups, using the one-way analysis of vari-
ance for unequal sub-groups. Significance for the F test
was set at the 0.05 level. The result of the F test was
an F statistic of 0.09. Therefore, the null hypothesis
(Ho) was accepted; the alternate hypothesis (Hl) was re-
Jected.

Therefore, we conclude that no significant image
differences exist between the five internal sub-groups.
However, an item analysls revealed significant differ-
ences on 16 items. These items include:

Section I.--The following statements ARE goals of
the College. Please agree, disagree, etc.

Ttem

10. A program of educational evaluation and assessment.

11. A program for the deslgn, production, and testing
of programmed materials and media for use 1in colleges
and schools.

13. A contilnuing effort to improve the effectiveness
and quality of the College's undergraduate and
graduate instructional programs.

The following statements SHOULD BE goals of the
College

28. To put education on a scientific basis.

Section II.--Please indicate whether or not you
think the followlng programs are important.

46. The Elementary Intern Program is probably the most
important of all undergraduate teaching programs.
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Item

47, The Extern program of the Department of Administration
i1s an important activity.

49, We should cooperate with governmental agencies on
such programs as Job Corps, Head Start, etc.

50. Committee work by individual faculty members on
College and departmental programs and policles 1s
important.

51. None of the programs of the College of Education are
worthwhile.

We SHOULD conduct research in the followlng areas:
53. Subject matter research.
56. Philosophy of education research.

Section III.--We SHOULD CARRY OUT the following pro-

grams and activities. Also 1ncluded in this section
are problem statements.

68. We should expand certain graduate programs, such as
Higher Education.

71. We must find ways to maintain smaller teaching
sections at both undergraduate and graduate levels.

72. We should reduce teaching loads on instructors by
increasing faculty.

2-4., We should cut back the number of our present programs.

2-16. The structure of the College prohibits the effective
use of many of its positive attributes.

Looking at Table 1 (at the end of this chapter), we
can check the mean score, standard deviation, chi-square,
and F test for each of these items. Again, the F test
is significant at the 0.05 level. The F test scores show
that the 16 items listed above were significantly different
between the five sub-groups. However, this does not tell
us where the significant differences are, that 1s, between

what scores.
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A t-test was used to determine differences between
any two groups in the five group sample. The t-test re-
vealed differences between groups as shown in Item Compari-
son Figure 1 on the next page. Figure 1 shows how the
differences between the five sub-groups are distributed.
The specific mean scores and t-test results for this
distribution are presented at the end of the chapter in
Tables 6 through 14, Table 6 is presented below as an

example of how the tables are interpreted.

TABLE 6.--Item comparison: Groups 1 & 2.

Item Group 1 Group 2 t-test
12 1.17 3.67 2.999
53 0.63 2.67 2.711
56 0.83 2.33 2.831

t-test significant at 2.015

In Table 6, then, we see a comparison between group
1 (deans) and group 2 (department chairmen) on three items
which were found significantly different by the F test.
Table 6 shows the mean score for each group on a particular
item. The t-test 1s shown in the last column. T-test
significance 1s determined by checking the t-test score
results with a table of t-test significance. The t-test

significance 1s shown at the bottom of each table. The
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figure 2.015 means that the t-test score must equal or be
greater than 2.015.

Looking at Table 6, we see that the deans strongly
agree on all three items, while the department chairmen
are not sure or moderately disagree on 1tems 12 and 53,
The mean scores of

and they moderately agree on item 56.

0.67 and

that one

the item.

0.83 for the deans on items 53 and 56 indicate
or more members of the group did not respond to

Again, the group 2 means of 3.67 and 3.67 do

not necessarily reflect within group consensus on items 12

and 53.

There may be a wide range of agreement or non-

agreement on these items.

If we summarize the data on both Item Comparison
Figure 1 and on Tables 6 through 14, we see that the most
significant differences exist on items 10, 12, 28, 53, and
56.

On item 10 (A program of educational evaluation and
analysis), differences were found between group 1 and
These differences are shown in the

groups 3, 4, and 5.

following mean distribution.

Item 10:
Group 1 5 4 3
Mean 1.00 1.89 2.15 2.67

Group 1 (deans) strongly agree that a program of educational
evaluation 1s a goal of the College. Group 5 (part-time

faculty) moderately agrees. Group 4 (full-time faculty)
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moderately agrees. Group 3 (institute directors) moder-
ately agrees or 1s not sure.

On item 12 (A program for the design, production,
and testing of programmed materials and media for use in
colleges and schools), differences were found between
group 1 and groups 2, 3, 4, and 5. These differences are

shown in the following mean dilstribution.

Item 12:
Group 1 5 4 3 2
Mean 1.17 2.37 2.59 3.57 3.67

Again, Group 1 (deans) strongly agrees with the item.
Group 5 (part-time faculty) moderately agrees. Group 4
(full-time faculty) moderately agrees or is not sure.
Group 3 (institute directors) and group 2 (department
chairmen) 1is not sure or moderately disagrees. These
mean scores show a range of lmage consensus and non-
concensus.

On item 28 (One goal of the College should be to put
education on a scilentific basis), differences were found
between group 1 and groups 4 and 5. The mean distri-
bution for this item is show below.

Item 28:

Group 1 by 5
Mean 1.33 2.28 2.32

Group 1 (deans) strongly agrees that one of the goals of
the College should be to put educatlon on a sclentific
basis. Group 4 (full-time faculty) and group 5 (part-

time faculty) only moderately agrees.
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On items 53 and 56 (We should conduct subject matter
research and philosophy of education research), differences
were found between group 1 and groups 2, 3, 4, and 5. The
mean distribution for these items 1s shown below.

Item 53:

Group 1 b 3 5 2
Mean 0.67 1.384 1.806 1.95 3.67

Item 56:

Group 1 5 3 b 2
Mean 0.83 1.74 1.86 1.07 2.33

Group 1 (deans) strongly agrees on both items, but the
other groups only moderately agreed. On item 53, group 2
(department chairmen) was not sure or moderately dis-

agreed.

Discussion of Hypothesis Number One

The grand mean scores, analysis of variance, and F
test results for the five internal sub-groups of the College
of Education indicate that no significant differences in
image exist between the groups. This conclusion is sup-
ported by the expectatlon presented in Chapter 3, that 1is,
the College of Education was expected to be a stable organ-
ization, and, as such, no image differences were expected
within the organization. However, such a conclusion is
misleading, because the 1tem analysls revealed between-

group differences on 16 items.
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The most serious differences existed on items 10 and
12 which are actual goal statements of the College. These
statements are recognized by the deans as goals toward
which the College 1s being directed. Yet the deans
differed from all other groups 1n recognition of these
statements. In some cases the statements were not recog-
nized as goals of the College; in some cases there was
only moderate recognition.

If we apply Sower's predictive postulates to the
findings on these two items, we conclude that the College
will not achleve these two goals because the goals are not
recognized by the members of the College. Applying image
theory to the findings, we conclude that there 1s no image
consensus on these items between the deans and the other
sub-groups. If the deans want to achleve these goals, then
they must change the images of the other groups.

There was also a lack of image consensus on item 28,
The Aeans strongly agree that one of the goals of the
College should be to put education on a scientific basis.
The full-time and part-time faculty do not agree with the
deans. The deans view education as a science, and they
feel that the College should be based on sclentific
principles, but they will not achileve this goal, because
the faculty members view education in other ways. Thelr
moderate agreement on this item shows that they are not
strongly opposed to placing the College on a scientific

basis, but they also want to place it on other bases.
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There 1s also lack of image consensus on items 53
and 58. Again, the deans strongly favor both subject
matter and philosophical research, but the other groups
either moderately agreed or were not sure that these types
of research should be conducted. If subject matter and
philosophical research are viewed as organizational goals
by the deans, then they must change the images of the
other groups. If these lmages are not changed, then we
can predict that subjJect matter and philosophical research
will not be achieved as organizational goals.

We can generally conclude that the largest differences
in image exist between the deans, the institute directors,
and the full-time faculty. This conclusion is borne out by
the fact that the deans differed with the institute direc-
tors on six items, and they differed with the full-time
faculty on seven items. However, the number of differences
i1s not significant, but the areas of difference are signifi-
cant. The institute directors and the full-time faculty
do not agree with the deans on the goal statements of the
College or on the research functions of the College.

The differences between the other groups (2-3, 2-&,
2-5, 3-4, 4-5) are so small they do not need explanation.
We may, however, study these differences if we want to get
a better understanding of the relationships between these

groups.
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Hypothesis Number Two.--

The image of the College of Education held by 17
departmental sub-groups will not vary signifi-
cantly between departments.

Ho =M, =. . .M

1 17

Hy # M) # . . . My,

The total mean score for each group, the one-way
analysis of variance, and the F test indicate that no
significant differences exist between the total mean scores
of the 17 departmental sub-groups. The F test was calcu-
lated at the 0.26 level of significance. Therefore, we
accept the null hypothesis (Ho) and reject the alternate
hypothesis (Hl).

However, an individual item analysis revealed
significant differences on 19 items. These 1tems include:

Section I.--The following statements are goals of
the College.

Item
9. A program of subjJect matter analysis.

The following statements should be goals of the
College:

18. To conduct research--pure, experimental, and action--
in all aspects of education.

19, To develop and implement research in teaching.
23. To have faculty members produce scholarly writing.

29. To "weed out" or screen those going into the pro-
fession and separate the wheat from the chaff.

34, To provide extension courses.
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35.

by,

5.

46,

hr.

58.
59.

68.

71.
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To train teachers and administrators to fit specific
school systems.

Section II.--Please indicate whether or not you
think the following programs are important.

Research is important but we place too much emphasis
on 1t so instruction and service suffer.

The most important undergraduate programs are the
opportunities for school visitations and participation
in actual classroom situations.

The Elementary Intern Program 1s probably the most
important of all undergraduate teacher programs.

The Extern program of the Department of Administration
is an important activity.

We should conduct federally supported research,

The Institute for International Study is an important
activity.

Section IIIl.=-=Which of the following programs and
activities should be carried out by the College.

We should expand certain graduate programs, such as
Higher Education.

We must find ways to maintain smaller teachlng sections
at both undergraduate and graduate levels.

We should reduce teaching loads on instructors by
increasing faculty.

We should cut down the number of methods courses and
offer more subject matter courses.

We should give prospective teachers more experience
in practical matters, such as how to handle discipline,
how to interact with people, how to get along with
co-workers, etc,

The College should be based on a Behavioral Science
foundation.
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A t-test was calculated on these items for six of
the 17 departmental sub-groups. These six sub-groups
represented the largest groups within the departmental
classification and are considered the main sub-divisions
of the College. The‘other 11 sub-groups had five or less
members (one or two members in some cases). Therefore,
in order to reveal significant differences on the t-test,
and in order to protect the anonymity of the respondents
in the smaller sub-groups, the t-test was only calculated
on the larger groups (1l or more members).

The six groups chosen for analysls include:

Group

2 - School for Teacher Education

6 - Department of Administration and Higher Education

7 - Department of Counseling Personnel Services,
and Educational Psychology

8 - Elementary and Special Education
9 - Health, Physical Education, and Recreation
10 - Secondary Educaticn and Curriculum

Results of the t-test for these groups are presented in
Tables 15 through 28 at the end of this chapter.

On the next page, in Item Comparison Figure 2, we
can see the distribution of differences between the six
groups. What follows 1s an interpretation of these
differences as shown 1in Figure 2 and Tables 15 through 28.
Only those items which show the most significant differ-

ences are presented here. It should also be noted that
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the mean scores of both deans and department chalrmen are
compared with the six sub-groups selected for study.

On item 23 (One of the goals of the College should
be to have faculty members produce scholarly writing),
groups 6, 7, and 10 strongly to moderately agree, but
groups 2 and 9 moderately agree or are not sure. Here
is a distribution of means on this item (including the
mean scores of deans [D] and department chairmen [D. C.].

Item 23

Group D 7 6 D.C. 10 9 2

Mean 1.50 1.61 1.62 1.67 1.91 2.47 2.55

The deans strongly agree that scholarly writing should be
one of the goals of the College, but the department chair-
men fall between groups 6 and 10; they strongly to moder-
ately agree. We have, according to this distribution,
lack of image consensus between the five sub-groups and
the deans and department chairmen.

On item 34 (One of the goals of the College should
be to provide extension courses), there are differences
between five sub-groups, the deans, and the department
chairmen. Here 1is a dlstrilbution of means for this item.

Item 34

Group 2 6 D 10 8 7 D.C.

Mean 1.73 1.81 1.83 1.83 2.20 2.74 3.00

Groups 2, 6, the deans, and 10 strongly to moderately
agree. Group 8 moderately agrees. Group 7 and the depart-

ment chairmen are not sure, This shows a wlde range of
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images between the groups, hence, there is no 1lmage con-
sensus.,

On item 35 (One of the goals of the College should
be to train teachers and administrators to fit specific
school systems), there are differences between five sub-
groups, the deans, and the department chairmen. Here
is a distribution of means for this item.

Item 35

Group D 7 10 9 6 8 D.C.

Mean 2.33 2.74 2.78 3.00 3.05 3.90 4,00

The deans moderately agree with the item. Groups 7, 10,
9, and 6 are not sure. Group 8 and the department chair-
men moderately disagree. It 1s interesting to note that
group 8 is the Department of Elementary and Special Edu-
cation; they have the same 1mage of this item as the de-
partment chairmen. Only one department (7--Counseling,
Personnel Services, and Educational Psychology) is close
to the deans, and even there we do not have complete con-
sensus.

On item 44 (Research is important but we place too
much emphasis on 1t so instruction and service suffer),
there were differences between all six sub-groups and the
deans and department chalrmen. Here is a mean distri-
bution for this item.

Ttem 44

Group 9 2 D.C. 7 6 8 D 10

Mean 2.27 2.47 3,01 3.10 3.50 3.67 3.83 L.,40O
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Groups 9 and 2 moderately agree with thls statement. The
department chairmen and group 7 are not sure. Groups 6,
8, and the deans are not sure or moderately disagree.
Group 10 disagrees. Thils distribution indicates that
there 1s no clear picture of the College's research
function. Some groups moderately agree that there 1s too
much emphasis on research; some groups, the deans and
group 10 especially, think research 1s not belng over-
emphasized.

On item 45 (The most important undergraduate programs
are the opportunitlies for school visitations and partici-
pation in actual classroom situations), non-consensus was
found between the six sub-groups, the deans, and the de-
partment chairmen. Here is a mean distribution for this
item.

Item 45

Group 2 7 10 D D.C. 9 6 8
Mean 2.60 2.96 3.00 3.17 3.33 3.36 4,00 4.33

The interesting thing to note here 1is that group 2 (School
for Teacher Education) is on opposite ends of the distri-
bution from group 8 (Elementary and Special Education).
Possibly group 8 does not think that some of the in-
service programs are worthwhile,

On item 46 (The Elementary Intern Program is probably
the most important of all undergraduate teacher programs),

there was non-consensus between the six-groups, the deans,
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and department chalrmen. Here is a distribution of means
for this item.
Item 46

Group D.C. 8 D 9 7 2 10 6
Mean 1.33 1.67 1.83 2.18 2.62 2.87 3.00 3.50

The department chairmen strongly agree with this 1tem.
Group 8 and the deans strongly to moderately agree. Group
9 moderately agrees. Groups 7 and 2 moderately agree or
are not sure. Group 10 is not sure. Group 6 is not sure
or moderately disagrees,

On item 47 (The Extern program of the Department of
Administration 1s an important activity), non-consensus was
found between five groups, the deans, and the department
chairmen. Here is a mean distribution for this 1item.

Item 47

Group D D.C. 8 10 9 6 7
Mean 1.00 1.00 1.33 1.80 2.00 2.50 2.53

There 1s strong agreement on this item between the deans,
department chairmen, and group 8. Groups 10 and.9 moder-
ately agree; groups 6 and 7 moderately agree or are not
sure. The interesting thing to note here is that group 6
(Department of Administration and Higher Education) only
moderately agreed or was not sure. Yet the 1tem directly
refers to a program sponsored by the Department. One
possible explanation for this 1is that group 6 is made up
of three sub-groups--Administration, Higher Education,

and Adult Education. The Administration group may strongly
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agree with thls item, but the other two groups may not
agree.

On item 58 (We should conduct federally supported
research), there was non-consensus between six groups,
the deans, and the department chalirmen. Here is a mean

distribution for this item.

Item 58
Group 6 7 8 2 10 D 9 D.C.
Means 1.50 2.14 2.33 2.40 2.60 2.83 3.09 3.33

Group 6 strongly to moderately agreed with this item.
Groups 7, 8, and 2 moderately agreed. Group 10, and the
deans moderately agreed or were not sure. Group 9 and the
department chalrmen were not sure.

On item 68 (We should expand certain graduate pro-
grams, such as Higher Education), non-consensus was found
between six groups, the deans, and the department chailrmen.
Here is a distribution of means for this item.

Item 68

Group D.C. 6 7 D 8 9 10 2
Means 1.37 1.67 2.13 2.17 2.65 2.67 2.74 3,18

The department chairmen strongly agree with this item.
Group 6 (Administration and Higher Education) strongly

to moderately agrees. Yet the 1tem makes direct reference
to this group. Again, this might be explalned by the

fact that the Department is made up of three sub-groups.
Group 7 and the deans moderately agree. Groups 8, 9, and

10 moderately agree or are not sure. Group 2 is not sure.
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On item 71 (We must find ways to maintain smaller
teaching sections at both undergraduate and graduate
levels), non-consensus was found between six groups, the
deans, and the department chairmen. Here is a distri-
bution of means for this item.

Item 71

Group D.C. 8 9 2 D 10 T 6
Means 1.00 1.30 1.73 1.82 1.83 1.96 2.43 2,67

The department chairmen and group 8 strongly agree with
this item. We might hypothesize that since group 8 (Ele-
mentary and Special Education) is the largest department
in the College, they feel a stronger need to cut down the
size of classes; hence, they strongly agree with the item,
Groups 9, 2, the deans, and 10 strongly to moderately
agree with the item. Group 7 moderately agrees; group 6
moderately agrees or 1s not sure.

On item 72 (we should reduce teaching loads on in-
structors by increasing faculty), non-consensus was found
between the six groups, the deans, and the department chair-
men. Here 1s a mean distribution for this item.

Item 72

Group D.C. 8 D 9 2 10 6 7
Means 1.00 1.30 1.83 1.93 2.09 2.13 2.43 2.65

Again, as in item 71, the department chairmen and group 8
strongly agree with this item. The deans and groups 9,
2, 10, and 6 moderately agree. Group 7 moderately agrees

or is not sure.
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On item 2-13 (we should cut down the number of
methods courses and offer more subject matter courses),
non-consensus was found between the six groups, the deans,
and the department chairmen. Here is a mean distribution
for this item. |

Item 2-13

Group 9 7 6 10 D 2 8 D.C.
Means 2.67 3.26 3.62 4,00 4,00 4.09 4.20 4.67

Group 9 moderately agrees or 1s not sure on this 1tem.
Group 7 1s not sure; group 6 1s not sure or moderately
disagrees; group 10, the deans, group 2 and group 8 moder-
ately disagree. The department chairmen moderately to
strongly dlsagree. The department chairmen seem to picture
the curriculum from a practical viewpoint. Thils conclusion
i1s borne out by the fact that the department chalirmen indi-
cated disagreement with putting the College on a scientific
basis.

On item 2-18 (The College should be based on a be=-
havioral science foundation), non-censensus was found be-
tween the five groups, the deans, and the department
chairmen. Here 1s a mean distribution for this item.

Item 2-18

Group D 6 7 8 9 2 D.C.
Means 1.67 2.48 2.57 2.60 3.20 3.36 3.67

The deans strongly agree wilth this item, but the depart-

ment chairmen are not sure or moderately disagree. Group
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6 moderately agrees. Groups 7 and 8 moderately agree or

are not surej; groups 9 and 2 are not sure.

Discussion of Hypothesls Number Two

Taking all 16 1ltems into account, we find that signifi-
cant image differences exlist between the six departmental
sub=-groups selected for study. These differences can be
explained by the image theory of organizations. As the
organization expands, and as the division of labor and
specialization 1lncrease, there is a breakdown of the image
between the various sub-groups within the organlzation.

We have generally concluded, however, that no serious 1mage
breakdown has occurred within the departmental sub-groups of
the College.,

The differences between the six departmental sub-groups
and the deans and departmental chalrmen may, however, have
serious consequences. On item 2-18, for example, there is
non-consensus about putting the College on a behavioral
sclence foundation. In fact, the department chairmen are
at opposite ends of the continuum from the deans. The six
sub-groups are "torn" between the two poles. Applying
Sower's postulates and the image theory to this item, we
conclude that the deans will not achieve thils goal unless,
of course, they change the images of the other groups.

Probably more important than the differances found
on these 16 items is an analysls of statements 9, 10, 11,

12, 13, 14, and 15. These statements are actual goal
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statements of the College; they are goals toward which the

deans are striving.l These statements are:

Item

10.

11.

12.

13.

14,

15.

Section I.--The following statements ARE goals of
the College. Please agree, disagree, etc.

A program of subject matter analysis.
A program of educational evaluation and assessment.

A program of cooperative service arrangements wlth
local schools and other agenciles.

A program for the design, production, and testing
of programmed materials and media for use in
colleges and schools.

A continulng effort to improve the effectiveness
and quality of the College's undergraduate and
graduate instructional programs.

A broad-scale program of basic research in human
learning and development.

A program for translating basic research in human
learning and development into proposed models for
instructional and management systems.

The following chart shows the mean distribution for the

deans, department chalrmen, and the six departmental sub-

groups.

Group D D.C. 2 6 7 8 9 10

Item
9. 1.50 2.67 2.36 2.43 2.35 2.90 2.53 3.17
10. 1.00 1.67 1.73 1.95 2.04 2.00 2.00 2.00
11. 1.33 2.00 1l.45 1.52 2.22 2.00 1.80 1.65
12, 1.17 3.67 2.33 1.00 2.38 2.65 3.00 2.33
13. 1.33 1.00 1l.45 1.29 1.52 1.25 1.47 1.57
4, 1.17 2.67 2.09 1.57 2.04 2.05 1.80 2.09
15, 1.17 2.67 1.91 1.91 2.00 1.90 1.93 1.87
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We can see from the chart that the deans strongly
agree with all the goal statements of the College (note
exception in item 9 [1.50] strong to moderate agreement).
The department chalirmen strongly agree with only one item
--133 they moderately agree or are not sure on all the
other 1ltems. The six sub-groups show varying degrees of
consensus or non-consensus on the items. Despite the fact
that the mean scores reported for each of these items are
generally positive, that 1is, the mean scores do not fall
below 3.00 on the rating scale, the data presented in the
chart make it clear that there will be a low level of goal
achlevement on all the items. Applying Sower's postulates
and the 1mage theory, we conclude that 1f there is a lack
of image consensus on the organizational goals, then the
members of the organlization either do not recognize the
goals, or, 1f they do recognize them, they are not inter-
ested in achieving them. We can also conclude that there
is a breakdown in the internal socialization process, that
is, the values, beliefs, and attitudes of the deans are not
being transmitted to the departmental sub-groups. We can
also conclude that the College 1s recrulting personnel who
may have the "proper skills" for a position within the

organization, but who lack the "proper attitude."2
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Hypothesis Number Three,--

The image of the College of Education held by the
four teaching ranks (instructor, assistant pro-
fessor, associate professor, professor) will not
vary significantly between ranks.

Ho = Ml = M2 = M3 = Mu

Hl # Ml # M2 # M3 # M),

To test the null hypothesis, the total mean scores
were computed for each of the four groups. A one-way
analysis of variance and an F test were also computed.

The F statistic was computed at the 0.50 level of signifi-
cance. Therefore, we accept the null hypothesis, and we
reject the alternate hypothesis.

However, an individual item analysils revealed
significant differences on eleven items. These 1tems in-
clude:

One of the goals of the College should be:

Item

2l1. To cooperate with behavioral scilentists in research.
23. To have faculty members produce scholarly wrlting.

26. To promote the general security and economic
security of the profession.

28. To put education on a scientific basis.

30. To develop, evaluate, and disseminate innovation in
education.

47, The Extern program of the Department of Administration
is an important activity.
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Item

56. We should conduct research in philosophy of
education.

68. We should expand certain graduate programs, such as
Higher Education.

2-10. Persons in teacher education or administration should

be forced to spend one year out of five in elementary

and secondary school classrooms and administration.

2-17. Most graduates of the College are not interested in
the profession but only in how much money they are
going to make.

The differences between the four groups were distri-
buted as shown in Figure 3 on the next page. Looking at
Figure 3, we see that the greatest number of differences
were found between group 1 (instructors), and group 2
(assistant professors), and group 4 (professors).

Differences were found between group 1 and group 4 on
items: 23, 28, 47, 56, 68, and 2-10 (see Table 29 at the
end of the chapter).

The instructors moderately agreed on items 23, 47, and
65. The professors strongly to moderately agreed on the
same ltems. TItem 23 1s about the necessity of producing
scholarly writing. We might hypothesize that a person who
is beginning his academic career would not like to empha-
size scholarly writing; an instructor 1s 1llkely to emphasize
teaching rather than research. On the other hand, the pro-
fessor, who has already met promotional requirements, is no

longer threatened by the requirement of scholarly writing.

In short, the instructor may also be security conscilous,
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and, according to image theory, he may be threatened by

a message which says he must do something in order to
reach a higher rank. The instructors also moderately
agreed or were not sure of item 68 (we should expand cer-
tain graduate programs, such as Higher Education). The
instructor's rank has some graduate students; they may
think that the graduate school is already filled to
capacity, or at least near capacity. The professors, on
the other hand, strongly agreed with item 68. They may
plcture the graduate program as a source of rich teaching
and research experiences.

The assistant professors also differed from the
professors on six items: 23, 26, 28, 47, 50, and 56 (see
Table 30). The assistant professors were generally in
moderate agreement on all six items, while the professors
strongly to moderately agreed on the same 1tems. Again,
the professors strongly agreed that scholarly writing
should be one of the goals of the College, while the
assistant professors moderately agreed. The professors
also strongly agreed that committee work (item 50) by
individual faculty members on College and departmental
programs and policies is important. The assistant pro-
fessors moderately agreed. The assistant professors may
not want to spend time on committee work, since this may
take away time for other activities, such as teaching.

In short, they may not see the value of committee work.
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Discussion of Hypothesis Three

We can generally conclude that teaching rank (in-
structor, assistant professor, assoclate professor, and
professor) has no significant impact on the individual's
image of the College. The differences that were found
between the groups seem to be differences in aspiration
and job security. We also know that the instructors and
assistant professors are usually a transient group, that
1s, they feel more flexlbility in moving from one job to
another. Therefore, there would not be any strong image
consensus within these two groups. The professors, on
the other hand, would feel a stronger commitment to the
organization and would 1ldentify with 1ts goals and ob-

Jectives.

Hypothesis Number Four,--

The 1image of the College of Education held by
tenured and non-tenured academic personnel will
not vary significantly between the two groups.

Ho = Ml = M2

Hl # Ml # M2

To test the null hypothesis, total mean scores were
computed for the two groups. A one-way analysis of vari-
ance and an F test were also computed. The F statistic
was calculated at the 0.61 level of significance.

Therefore, we accept the null Hypothesis (Ho) that there
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is no significant image difference between the two groups,
and we reject the alternate hypothesis (Hl) that there
are significant image differences between the groups.

An individual item analysis revealed significant
differences between the two groups on five ltems. These
items are:

The following statements should be goals of the
College:

Item
23. To have faculty members produce scholarly writing.
28. To put education on a scientific basis.
50. Committee work by individual faculty members on
College and departmental programs and policles 1is

important.

66. We should expand the program in comparative and
international education.

2-4. We should cut back the number of our present pro-
grams.,

On item 23 (One of the goals of the College should
be to have faculty members produce scholarly writing), the
tenured group (1) strongly agreed, while the non-tenured
group (2) moderately agreed. This supports the conclusion
reached on the same item for instructors, assistant pro-
fessors, and professors. The tenured group also strongly
agreed with item 50 (Committee work by individual faculty
members on College and departmental programs and pollcies
is important), while the non-tenured group moderately

agreed.
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Discussion of Hypothesis Four

We can generally conclude that there 1s no signifi-
cant 1mage differences between the tenured and non-tenured
academic personnel. The differences that do occur may be

due to longevity and/or security consclousness.

Hypothesis Number Five.--

The image of the College of Education held by the
members of the College will not vary significantly
from the image of the College held by school
administrators in Ingham County, Michigan.

Ho = M1 = M2

Hy # M) # M,

To test the null hypothesis, total mean scores were
computed for the two groups. A one-way analysis of vari-
ance with unequal sub-groups and an F test were also com-
puted. The F statistic was calculated at the 0.00 level
of significance. Therefore, we reject the null hypothesis,
and we accept the alternate hypothesls; significant image
differences do exist between the groups.

An i1tem analysils revealed significant image differ-
ences on 30 items. These 1tems include:

Section I.--The followilng statements ARE goals of
the College.

Item
9. A program of subject matter analysis.

10. A program of educational evaluation and assessment.
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The following statements should be goals of the
College.
To prepare teachers for inner-city schools.
To cooperate with behavioral scientists in research.
To have faculty members produce scholarly writing.

To serve faculty members of other colleges and uni-
versities both within and without the state.

To work for unity among educators and to eradicate
the threat of unionization which promises to divide
us.

To put education on a scientific basis.

To "weed out" or screen those going into the pro-
fession and separate the "wheat from the chaff."

To give prospective teachers a broad, general back-
ground including: administration, higher education,
special education, remedial education, music, arts,
literature, etc.

To prepare and distribute educational materials to
the schools 1n the state.

To provide extension courses.

To turn out practical-minded teachers who meet the
school administrator's definition of what a good
teacher should be.

Section II.--Please indicate whether or not you think
the following programs are 1lmportant.

The most important activity of the College 1is teach-
ing undergraduates.

Graduate education 1s our most important activity.

Research is important but we place too much emphasis
on 1t so instruction and service suffer.

The most important undergraduate programs are the
opportunities for school visitatlons and participation
in actual classroom situations.

None of the programs of the College of Education are
worthwhile.
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We should conduct philosophy of education research.

The Mott Institute for Community Improvement 1s an
important activity.

Section III1.--The following programs and activities
should be carried out by the College. Thils section
also includes some problem statements.

We should overhaul placement procedures and 1lnclude
a follow-up interview with school administrators
and first jobbers.

We should not have any new programs and should con-
centrate on improving the programs we have.

We should reduce teaching loads on 1instructors by
increasing faculty.

We should cut down the number of students admitted
to both undergraduate and graduate programs.

We need a well-organized, contlnuous 1n-service
training program for faculty members in the College.

Persons 1in teacher education or administration should
be forced to spend one year out of five 1n elemen-
tary and secondary school classrooms and administration.

The College should explore the possibility of estab-
lishing a small, experimental college of education.

Research courses should be assigned to the School
for Advanced Studles and taken away from departmental
afflliations.

We should give prospective teachers more experience
in practical matters, such as how to handle disci-
pline, how to interact with people, how to get along
with co-workers, etc.

Most graduates of the College are not interested in
the profession but only in how much money they are
goling to make.

A comparison of mean scores for these two groups 1s

presented on the next page.
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Mean Score Comparison: College of Education and School
Administrators.

College School

Item Mean Administrator
Mean
9 2.75 2.13
10 2.08 1.66
16 1.59 1.84
21 1.60 1.90
23 1.91 3.32
24 2.18 2.61
27 3.19 2.54
28 2.25 2.66
29 2.12 1.75
31 2.27 1.66
33 2.70 1.84
34 2.04 1.51
38 3.28 2.717
40 2.90 2.46
42 3.16 3.72
L4y 3.06 2.49
us 2.94 2.36
51 4,80 4,52
56 1.89 2.21
62 2.22 1.93
65 2.17 1.54
70 3.38 3.83
72 2.17 2.69
73 2.97 3.49
2-9 1.97 1.69
2-10 3.56 2.21
2-11 2.73 2.36
2-12 3.72 2.70
2-14 2.38 1.54
2-17 3.98 3.64

F test significant 0.05

If we look at the 30 items which were found signifi-
cantly different by the F test, we find that the 1tems can

be grouped 1nto three areas:
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1. Items which deal with general organizational
goals: 9, 10, 21, 23, 28, 31, 33, 40, 42, 4u,
56, 72, 73, 2-11, 2-12, and 2-14,

2. Items which deal with specific programs: 16,
24, 29, 34, 45, 51, 62, 65, and

3. Items which deal with specific problems: 27,
2-9, 2-10, 2-17.

In the first group (1tems which deal with general organ-
izational goals), we see that the school administrators
strongly to moderately agree with items 10, 21, 31, 33, and
2-14, while the College group moderately agrees with the
same 1tems. Again, desplte the fact that the grand mean
scores for each of these items are generally positive, that
is, the mean scores do not fall below 3.00 on the rating
scale, a prediction of a low level of image consensus must
be maintained, because the variance scores fround in Table 5
indicate non-consensus.

On items G, 40, 44, and 2-11 in the same group, the
school administrators moderately agreed, while the College
group moderately agreed or was not sure. On item 28 and
72, the school administrators moderately agreed or were
not sure, while the College group moderately agreed.

In the second group (items which deal with specific
programs), the school administrators strongly to moder-
ately agreed with items 16, 29, 34, 62, and 65, while the

College group moderately agreed with the same items. The
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school administrators moderately agreed with item 45, but
the College group was not sure. The school administrators
were not sure or moderately disagreed with item 70, but
the College group was not sure.

In the third group (items which deal with specific
problems), the school administrators moderately agreed with
item 2-10 and moderately agreed or were not sure with 1item
27. The College group, on the other hand, moderately dis-
agreed with item 2-10 and was not sure with item 27. The
school administrators strongly to moderately agreed with
item 2-9, but the College group moderately agreed. The
school administrators were not sure or moderately disagreed

with item 2-17, but the College group moderately disagreed.

Discussion of Hypothesls Number Five

Those items in group 1 (items which deal with general
organizational goals) which were strongly or moderately
favored by the school administrators, refer, in most cases,
to operational goals (practical goals). The school adminis-
trators picture the College of Education as a "service"
organlzation, that 1s, the College exlsts to meet the
practical needs of the school system. The school adminis-
trators moderately agreed with other items in this group
which referred to general goals, such as, "A program of
subject matter analysis," or "The most important activity

of the College 1is teaching undergraduates." The school
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administrators were not sure on broad goal statements,
such as, "To put education on a scilentific basis."

We see here, then, an ordering of the value image.
School administrators picture the College: first as an
organization which should meet thelr practical needs,
than as an organization which should strive for some
general goals, and then as an organization which should
be concerned with the broad goals of the profession.

The same pattern holds true for items 1n the second
group (items which deal with specific programs). The
administrators strongly to moderately agree that the
College should prepare teachers for inner-city schools,
that it should provide extension courses, that the Mott
Institute is an important activity, and so forth. They
moderately agreed that school visitation by prospective
teachers 1s important. They moderately disagreed that the
College should not have any new programs. Again, they
view the College as an organization which should meet the
needs of thelr school systems.

Again, in the third group (items which deal with
specific problems), the school administrators emphasize
the practical items. They moderately agreed that per-
sons 1n teacher education or administration should spend
one year out of five 1n a school classroom or in school
administration. They moderately agreed that one of the
goals of the College should be to work for unity among

educators and eradicate the threat of unionization.
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The College group. on the other hand, only moder-
ately agreed with the operational goals in group 1. In
a few cases, however, they strongly to moderately agreed
with specific, practical goals, such as, "To traln teachers
for inner-city schools." 1In general, they emphasize
theoretical goals, that 1s, goals which do not deal with
here-and-now practical situations. For example, they
emphasized such things as cooperation with behavioral
scientists, productlon of scholarly writing, conducting
philosophical research, and so forth. The College group
did not, on the other hand, agree they should spend one
out of every five years in a school classroom or in school
administration. And they only moderately agreed that they
need a continuing, in-service training program.

Therefore, we conclude that there 1s significant image
differences between the College group and the school adminis-
trators. Specifically, we conclude:

1. That the College of Education is not projecting

its image to the school administrators.

2. That the school administrators view the College
of Education as a practical, "service" organ-
ization; the function of the College 1s to meet
the specific needs of the school systems.

3. That the College of Education views itself as
a theoretically-oriented organization.

4. That the College of Education may not be

listening to what the school administrators are
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saying; the College of Education may not be
"reading" the needs of the times. In short,
the College of Education is not relating to

the schools.
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TABLE 3.--Main summary table of the four teaching ranks of
the College of Education, Michigan State University.

e Total 1 2 3 L}

3

8 ) sp N sp ] 2D ] sD M sp DP x° F

] 2.7% 1.22  2.73 1.0 2.66 1.10 2.87 1.38 2.71 1.30 16 14.498 0.86
10 2.08 0.99 2.44 0.86 2.09 1.00 2.00 0.86 1.98 1.10 16 20.633 0.39
1i 1.80 0.84 1.82 0.80 1.81 0.8¢ 1.87 1.06 1.71 0.73 16 14.176 0.75
12 2007 1015 2.6k 1,05 2,63 0.9h 2.2 1.26  2.87 1.2 16 18,404 0,94
13 1.2 0.89  1.68 1.04 1,50 0.88 1.4% 0.7 1.46 0.91 12 18.407 0.49
14 2,00 1.13  2.18 1.0%  2.38 1.31 1.81 1.19 1.80 0.98 16 22.417 0.1l
15 1.93 0.9% 2.14 0.77 2.03 1.03 1.84 0.97 1.82 0.97 16 16.981 0.5¢
16 1,60 0.6 1,45 0.51  1.99 0.71 1.74 0.51 1.54 0.69 12 20.940 0.48
17 1,56 0,82 1.0 0.67 1.63 0.71 1,90 1.16 1.h% 0.69 16 16.321 0.13
1€ S I VY A 1.9 0.73 1.9 0.87 1.26 0.4 1.38 0.73 12 17.921 0.18
19 1.45 0.70  1.50 0.80 1.% 0.76 1.39 0.62 1.34% 0.64 12 11.933 0.58
20 oG 0,97 4.0 0.80 4.31 1.06 4.2 1.18 4.55 0.81 20 25.279  0.21
2 1.9 0.63  1.86 0.71 1.9 0.6 1.5 0.57 1.k6 0.57 12  43.1%3 0.01
oo 2040 )ou0 200 0.92 2,38 0,87 2.8 1,12 2.27 0.96 16 23.572 0.41
'3 1,91 C©.93  2.4% 1.10 2.16 0.99 1.E4 0.93 1.61 0.68 16 19.687 0.00
on 2017 0.91 2,23 0.87  2.28 0.96 .32 0.08 1,98 0.82 16 13.999 0.28
24 1.99 ©0.84 2,09 0.87 2.16 0.E8 1.87 G.72 1.80 0.82 12 16.722 0.38
26 >.38 1,08 2,14 0.9% 2,63 .13  2.¢l 1.17  2.1h 0.98 16  16.530  0.01
o7 3.20 1.0 3.00 1.48  3.43 1.44 - 3,19 1.33 3.14 1.60 20 30.728 0.51
’8 2.23 l.07  2.68 1.25 2.5 1.08 2.10 1.11 1.95 0.86 16 21.813 0.04
a 2.15 1.00 2.05 0.90 2.31 1.06 2.39 1.12 1.96 0.87 16 16.818 0.16
30 1,48 0.61  1.5% 0.51  1.59 0.6 1.2 0.77 1.34 0.48 12  47.941  0.04
31 2.°7 1.4 2,23 1.23  2.2% 0.98 2.23 1.12 2.36 1.23 16 7.920 0,86
32 2.4% 1,01 2.32 1.0 2.5 1.05 2.32 0.98 2.50 0.95 20 29.904 0.73
33 2.69 1.16 2,41 1.10 2.69 1.23 2.90 1.04 2,70 1.22 16 12.755 0.63
34 2.0¢ 0,91  1.*¢ 0.80 2.25 1.19 .32 1,08 1.91 0.77 16 17.208 0.11
3¢ 3,48 1.1 3.3 1.05 3.01 1.1¢ 2,90 0,98 3.32 1.18 16 13,781 0.25
36 1,0F e, 80 2,00 0,93 1.97 0,78 2,07 0.7% 1.93 0.9, 16 13.87%  0.92
37 3.15  1.10 3,00 1,2 2,07 1.28  3.19 1.17  3.2% 1.16 16 8.397  0.92
38 3.20 1,09 3,18 1.22  3.28 1.0 3.39 1.4R 201,750 200 11,568 0.93
39 4,60 0.84 H,82 0.39 4,50 1.9  4.029 1,22 4.70 0.60 20 24.613 0.24
Lo 2.93 1.36  2.50 0,34 2,88 1.30 2.84 1.34 3.20 1.35 16 15.6:1 0.39
[ 2.47 1.28 2,59 1l.44 2.9 1,46 2.29 1.16 2.4 1.46 16 14,821 0.93
[H] 3.17 1.21 3.4 0.95 3,34 1.2¢ 3.3 0,00 2,80 1.3 20 21,302 0.13
43 3.77 1.21  4.18 0.06  3.84 1.14 3,71 1.07 3.9 1.30 20 16.055  0.45
iy 3.10 1.37  3.18 1.26  2.03 1.3t 3.3 1,020 3,20 1,400 16 16.247  0.37
45 2,96 1,13 2,45 1.01  2.91 :.0 5.35 1,11 2,96 1,17 20 22,187 0.13
46 2,62 1.15 .37 1,18 2.0 1,01 LB 0,99 2.61 1.20 20 15.807  0.53
u7 2.03 0.81 2.32 o0.72 .16 0.8 2.13 0.8l 1.79 0.80 12 15,759 0.03
48 1.92 0.83 1.86 0.89 2.00 0.8 1.90 0.83 1.80 0,82 12 7.376¢  0.94
49 2.19 0.83  2.00 1.020 2.08 0.8 2013 0080 2,20 0.7% 16 18,172 0.89
50 1.90 0.75 1.98 0.9 2.13 o0.7¢  1.0h 0,73 1.71 0.62 1€ 17.,°?2R  0.04
51 4,83 o0.64 4,73 0.70 4.84 0.y 4,87 0..0 4,86 0.62 16 32.978 0.60
52 1.75 1.04 2.0% 1.09 1.88 0,91 1.65 1.02 1.63 1.10 20 19.021 0.47
63 1.85 0.97 1.91 0.97 1.97 1.00 1.97 1.02 1.68 0.96 20 12.250 0.54
o4 2.20 1,17 2,27 1.03 2.44% 1,11 2,3% 1,17 .18 1.29 2 16,110 0.82
55 1.40 0.68 1.64 1.00 1.5 0.76 1.3% 0.% 1.23 0.50 20 19.219 0.07
56 1.90 0.89 2.14 1.04 2,03 0.74 2,00 1.03 1.63 0.75 20 30.052 0.02
57 1.48 0.81 1.9 1.10 1.% 0.76 1.61 1,00 1.30 0.54 20 14,504 0.21
58 2.14 1.09 2.27 1.24 2.25 0.98 1.f4 0.97 2.18 1.16 20 14 504 0.53
59 1.94 0.93 2.00 1,00 2,16 0.3% 1.4 0.77 1.80 1.00 2 15.087  0.45
60 2.12 0.95 2.18 1.05 2.19 0.86 2.13 0.88 2.05 1,02 20 11.489 0,93
61 1.99 0.93 2.0 0.95 2.13 0.91 2.10 0.83 1.80 0.98 16 18.802 0.15
62 2.24 1.00 2.00 0.Y3 2.31 1.00 2.42 0.80 2,18 1.10 20 18.574 0.63
63 1.93 1.03 1.50 0.60 2,06 1.11 1.87 0.8l 2.05 1.18 20 21,628 0.30
64 1.96 0.98 1.45 o0.74 2,13 0.%8 2,06 0.93 2.00 1.06 20 24,396 0.15

. 65 2.17 1,02 2.18 1,14 2,28 o0.f0 13 1,00 2,11 1.04 20 2B8.209 0.69

66 2.62 0.97 3.00 0.87 2.7% 0,00 2,56 0.93 2,43 1.0 16 20,617 0.22
67 2.72 1.15 2.68 1.29 2,38 0.94 2,71 1.22 2.93 1.17 16 22.641 0.42
68 2.43 1,01 2.86 0.99 2.03 0.88 2.52 0.93 2.14 1.09 16 24.161 0.05
69 2.71 0.99 2.91 1.06 2.91 1.03 2.65 0.91 2.%% 0.99 20 22.571 0.43
70 3.41 1,34 3.36 1.47 3,56 1.27 3.16 1.39 3.48 1.33 20 18.090 0.81
71 2.09 1.09 1.55 0.74 2.09 1.09 2.03 1.05 2.32 1.19 16 14,245 0.17
72 2.12 1.03 2,09 1:.11 1.94 1,01 2,10 1.01 2.34 1.03 16 20.795 0.38
73 2.95 1,25 2.82 1.40 3.00 1.16 2.81 1,28 3.05 1.26 16 10.876 0.90
2-4 3. 1.06 2.68 0.99 3.63 1.18 3.65 0.80 3.45 1,16 ¢ 20.565 0.72
2-5 3.84 1.29 3.32 1.39 3.81 1.35 4,03 1,82 3,98 1.23 20 25.799 0.18
2-6 2.33 1l.20 2.32 1.2% 1.94 o, 2.39 1.33 2,52 1.26 16 12.962 0.36
2=7 2.71 1.04 2.86 1.04 2.75 1.02 2.45 0.99 2.75 1.10 16 16,840 0.61
2-8 1.80 0.88 1.82 0.96 1.7 0.76 .1.77 1.18 1.80 0.72 20 16.513 0.81
2-9 1.99 0.90 1.77 1.07 1.88 0.83 1.97 0.91 2.13 0.88 16 18.104 0.56
2-10 3.5, 1.21 2,82 1.37 3.63 1.07 3.60 1.25 3.75 1.15 16 20.612 0.04
2-11 2.72 1,28 2.77 1.38 2.69 1.33 2.52 1.21 2.84 1.29 16 8.291 0.76
2-12  3.71 1.19 3.32 1,04 3.84 1.14 3.81 1.11 3.75 1.31 16 24.979 0.47
2-13 3.58 1.20 3.77 1l.27 3.75 1.14 3.03 1.43 3.71 1.02 20 28.982 0.07
2-14 2.38 1.16 2.18 1.14 2.44 1,22 2.55 1.09 2.32 1.21 20 20.857 0.75
2=15 3.01 1l.12 2.86 1.21 2.94 1,22 3.00 1.06 3.11 1.1 16 11.206 0.91
2-16 2.85 1.08 2,86 1.08 2.84 1.02 2.65 0.95 2.95 1.20 16 10.844 0.37
2-1 3.97 0.95 3.91 0.9; 4.16 0.92 3.52 1,03 k.24 0,84 16 17.635 0.03
2-1 2.74 1,09 2.86 1.0 2.72 0.92 2.65 1.20 2.75 1.15 16 14,947 0.9
2-19 2.68 1.27 2.77 1.27 2.56 1.19 2.77 1.26 2.6k 1.37 16 13.717 0.92

Legend: N = Mean; SD = Standard Deviation;.DF = Degrees of Preedom; x’ = Chi=-aquare;
P test = o 0.05.

Group 1 = Instructor; Group 2 = Assistant Professor; Group 3 = Associate Professor;
Qroup 4 = Professor.
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TABLE 4.--Main summary table for tenured and non-tenured
academic personnel of the College of Education, Michigan
State University.

& Total 1 2
[T

5 ] SD ] SD W sp DP x? P

9 2.175 1.22 2.80 1.37 2.69 1.03 8 10.150 0.69
10 2.08 0.99 2.02 1.02 2.20 0.96 8 5.443 0.51
11 1.80 0.84 1.74 0.76 1.92 0.98 8 6.578 0.38
12 2.57 1.15 2.0h 1.25 2.5 0.97 8 7.756 0.70
13 1.52 0.89 1.4y 0.83 1.63 0.94 6 5.794 0.36
14 2.00 1.13 1.84 1.05 2.24 1.18 8 14.159 0.70
15 1.93 0.95 1.81 0.92 2.12 0.97 8 9.500 0.16
16 1.60 0.6l 1.60 0.63 1.57 0.57 6 23.063 0.12
17 1.59 0.82 1.55 0.83 1.69 0.84 8 5.720 0.57
18 1.44 0.73 1.43 0.77 1.47 0.67 6 5.655 0.88
19 1.43 0.70 1.3 0.6t 1.57 0.76 6 5.663 0.22
20 4.4y 0.97 u.5 0.79 n.2g 1.20 10 12.389 0.11
2 1.59 0.63 1.55% 0.58 1.67 0.71 [ 5.111 0.60
o0 2.34 1.00 2.3¢6 1.01 2.33 1.01 8 6.977 0.83
°3 1.51 0.93 1.76 0.83 2.18 1.05 8 8.581 0.03
oy 2.17 0.91 ».10 0.89 2.29 0.90 8 6.956 0.52
25 1.99 0.84 1.90 0.78 2.14 0.92 6 4,244 0.19
"6 2.38 1.08 2.29 1.07 2.55 1.12 8 4,421 0.37
27 3.20 1.50 3.18 1.52 3.31 1.48 10 9.748 0.30
28 2.23 1.07 2.02 1.00 2.55 1.06 8 24.680 0.01
29 2.15 1.00 2.12 1.05 2.22 0.90 8 4.601 0.82
30 1.48 0.61 1.44 0.60 1.57 0.64 6 2.150 0.50
31 2.27 1.14 2.29 1.14 2.25 1.13 8 4,144 0.89
32 2.5 1.04 2.51 0.92 2.37 1.11 10 30.981 0.72
33 2.69 1.16 2.74 1.20 2.63 1.08 8 6.2u8 0.67
3U 2.06 0.97 2.06 0.93 2.06 1.07 8 5.852 0.87
35 3.48 1.13 3.42 1.12 3.53 1.16 8 8.629 0.40
36 1.98 0.86 1.93 0.86 2.06 0.86 8 4.835 0.76
37 3.15 1.19 3.27 1.15 2.92 1.21 8 8.380 0.27
38 3.29 1.20 3,56 1.00 3.00 1.39 10 10.564 0.83
39 4,60 0.84 .56 0.87 4,67 0.82 10 6.610 G.74
4o 2.93 1.36 3.01 1.40 2.76 1.29 8 8.127 0.56
41 2.47 1.38 2.4y 1.37 2.59 1.40 8 5.110 0.28
42 3.17 1.21 3.07 1.25 3.33 1.14 10 8.963 0.44
43 3.77 1.21 3.70 1.2 3.96 1.06 10 12.181 0.14
[ 3.10 1.37 3.09 1.42 3.14 1.31 8 4.934 0.81
45 2.96 1.12 3.10 1.14 2.73 1.08 10 15.565 0.26
46 2.62 1.15 2.79 1.15 2.33 1.09 10 11.625 0.09
47 2.03 0.81 1.93 0.79 2.20 0.83 6 8.234 0.11
48 1.92 0.83 1.90 0.80 1.92 0.87 6 5.333 0.62
(] 2.19 0.83 2.2 0.84 2.08 0.82 8 5.934 0.58
50 1.90 0.75 1.84 0.72 2.06 0.76 8 50.336 0.02
51 4,83 0.64 4,88 0.54 4.73 0.80 8 3.238 0.68
52 1.75 1.04 1.69 1.09 1:84 0.97 10 .17.312 0.62
53 1.85 0.97 1.79 0.99 1.94 0.95 10 7.349 0.60
54 2.29 1.17 2.26 1.25 2.33 1.07 10 10.233 0.90
55 1.40 0.60 1.34 0.62 1.53 0.78 10 7.047 0.14
56 1.90 0.89 1.81 0.88 2.08 0.93 10 4.601 0.23
57 1.48 0.61 1.38 0.72 1.67 0.93 10 26.285 0.09
58 2.14 1.09 2.10 1.08 2.24 1.11 10 10.309 0.53
59 1.94 0.93 1.90 0.92 1.96 0.94 10 12.257 0.11
60 2.12 0.95 2.02 0.93 2.24 0.97 10 9.652 0.10
61 1.99 0.93 1.97 0.91 2.00 0.94 8 10.363 0.41
62 2.24 1.00 2.29 1.01 2.18 0.99 10 4.14 0.82
63 1.93 1.03 2.02 1.06 1.78 0.97 10 10.225 0.42
64 1.96 - 0.98 2.08 1.04 1.78 0.88 10 10.543 0.14
65 2.17 1.02 2.10 1.07 2.29 0.97 10 11.685 0.43
66 2.62 0.97 2.48 0.99 2.80 0.85 16.799 0.04
67 2.72 1.15 2.72 1.20 2.69 1.10 8 8.467 0.64
68 o 2.u3 1.01 2.29 1.02 2.69 0.97 & 10.327 0.08
69 2.7 0.99 2.56 1.00 2.96 0.94 10 11.755 0.07
70 3.41 1.34 3.49 1.32 3.31 1.36 10 7.784 0.32
71 2.09 1.09 2.19 1.09 1.88 .03 8 14.518 0.26
72 2.17 1.03 2.18 1.01 2.20 1.10 8 5.833 0.37
73 2.95 1.25 3.02 1.22 2.86 1.25 8 8.698 0.54
2-4 3.56 1.06 3.61 1.07 3.61 0.92 10 39.077 0.00
2-5 3.84 1.29 3.99 1.23 3.61 1.39 10 13.855 0.17
2-6 2.33 1.20 2.33 .29 2.31 ° 1.05 8 .259 0.87
-7 2.71 1.04 2.63 1.05 2.82 1.03 8 6.706 0.67
2-8 1.80 0.88 1.82 0.85 1.76 0.95 10 5.243 0.96
2-9 1.99 0.90 2.09" 0.91 1.82 0.89 8 5.596 0.26
2-10 3.55 1.21 3.71 1.15 3.31 1.30 8 6.968 0.13
2-11 2.72 1.28 2.74 1.27 2.65 1.28 8 6.167 0.56
2-12 3.71 1.19 3.75 1.25 3.67 1.09 8 9.396 0.53
2-13 3.58 1.20 3.54 1.23 3.65 1.18 10 4,818 0.93
2-14 2.38 1.16 2.36 1.19 2.43 1.12 10 5.239 0.89
2-15 3.01 1.12 3.07 1.10 2.88 1.19 8 8.696 0.58
2-16 2.85 1.08 2.87 1.11 2.84 1.05 8 6.442 0.73
2-1 3.97 0.95 3.98 0.95 4,00 0.94 8 5.540 0.50
2-18 2.74 1.09 2.81 1.17 2.67. 0.95 8 11.615 0.34
2-19 2,68 1.27 2.69 1.28 2.71 1.29 8 8.405 0.64

Legend: "2' Mean; SDeStandard Deviation; DF = Degrees of !rocdom;
' L] Chl-lqunro, F test = a 0.05,

OGroup 1 = Tenured; Oroup 2 = Non-tenured.



TABLE 5.--Main summary table for College of Education mean score totals and school

administrator's mean scores.
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TABLE 7.--Item comparison:
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Groups 1 & 3.

Item Group 1 Group 3 t-test
10 1.00 2.67 2.803
12 1.17 3.57 3.998
47 1.00 2.43 2.019
53 0.67 1.86 2.404
56 0.83 1.86 2.337

2-16 3.83 2.72 2.143

t-test significant at 2.015.

TABLE 8.--Item comparison: Groups 1 & 4.

Item Group 1 Group 4 t-test
10 1.00 2.15 3.466
12 1.17 2.59 6.442
28 1.33 2.28 3.706
50 1.13 2.01 2.752
53 0.67 1.84 4.689
56 0.83 1.97 3.286

1-16 3.83 2.72 2.466

t-test significant at 2.015.
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TABLE 9.--Item comparison: Groups 1 & 5.

Item Group 1 Group 5 t-test
10 1.00 1.89 2.258
12 1.17 2.37 3.993
28 1.33 2.32 3.066
53 0.67 1.95 4,317
56 0.83 1.74 2.466

t-test significant at 2.015

TABLE 10.--Item Comparison: Groups 2 & 3.

Item Group 2 Group 3 t-test
71 1.00 2.79 2.054
2-4 1.67 3.71 2.436

t-test significant at 2.015

TABLE 11.--Item Comparison: Groups 2 & U4,

Item Group 2 Group 4 t-test
L6 1.33 2.78 3.413
68 1.33 2.56 2.930

2-4 1.67 3.42 2.392

t-test significant at 2.015
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TABLE 12.--Item comparlson: Groups 2 & 5.

Item Group 2 Group 5 t-test
6 1.33 2.42 2.327
71 1.00 2.79 2.397

t-test significant at 2.015.

TABLE 13.--Item comparison: Groups 3 & 4.

Item Group 3 Group 4 t-test
46 2.00 2.78 2.212
50 1.43 2.01 2.500

t-test significant at 2,015

TABLE 14.--Item comparison: Groups 4 & 5.

Item Group 4 Group 5 t-test
68 2.56 1.84 2.956
71 1.98 2.79 2.801
72 2.08 2.84 3.246

t-test significant at 2.015.
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TABLE 15.--Item comparison: Groups 2 & 6.

Item Group 2 Group 6 | t-test
8 1.82 1.19 2.485
23 2.55 1.62 2.885
by 2.47 3.50 1.994
) 2.60 4,00 2.340
y7 2.60 2.50 3.262
58 2.40 1.50 2.621
68 3.18 1.67 4,140
71 1.82 2.67 1.723
2-18 3.36 2.48 2.052

t-test significant at 1.684-1.658.

TABLE 16.--Item comparison: Groups 2 & 7.

Item Group 2 Group 7 t-test
18 1.82 1.30 1.809
23 2.55 1.61 2.923
34 1.73 2.74 2.860
Ly 2.47 3.10 3.234
46 2.87 2.62 2.030
58 2.40 2.14 2.813
68 3.18 2.13 2.897

2-13 4.09 3.26 1.653

2-14 3.00 2.30 1.536

2-18 3.36 2.57 1.849

t-test significant between 1684-1658.
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TABLE 17.--Item comparison: Groups 2 & 8.

Item Group 2 Group 8 t-test
8 1.82 1.35 1.790

34 1.73 2.20 1.707
35 3.64 3.90 2.794
47 2.60 1.33 3.568
72 2.09 1.30 1.831
2-18 3.36 2.60 1.747

t-test significant at 1684-1658

TABLE 18.--Item comparison: Groups 2 & 9.

Item ' Group 2 Group 9 t-test
19 1.45 2.07 1.765
45 2.60 3.36 1.787
b7 2.60 2.00 2.137
72 2.09 1.93 2.637

2-13 4,09 2.67 2.816

t-test significant at 1684-1658.

TABLE 19.--Item comparison: Groups 2 & 10.

Item Group 2 Group 10 t-test
23 2.55 1.91 1.923
e 2.87 3.00 2.285
58 2.40 2.60 1.869

t-test significant at 1684-1658.



130

TABLE 20.--Item comparison: Groups 6 & 7.

Item Group 6 Group 7 t-test
34 1.81 2.74 2.620
35 3.05 3.83 2.350
45 4,00 2.96 2.475
L6 3.50 2.62 3.199
L7 2.50 2.03 2.996
68 1.67 2.13 1.779

t-test significant at 1.684-1,658.

TABLE 21.--Item comparison: Groups 6 & 8.

Item Group 6 Group 8 t-test
35 3.05 3.90 2.201
s 4.00 4.33 3.368
y7 2.50 1.33 5.313
68 1.67 2.65 3.411
71 2.67 1.30 2.243
72 2.43 1.30 h,266

2-13 3.62 4,20 1.827

t-test significant at 1.684-1.658.



TABLE 22.--Item comparison:
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Groups 6 & 9.

Item Group 6 Group 9 t-test
18 1.19 2.07 2.863
19 1.38 2.07 2.322
23 1.62 2.47 2.287
46 3.50 2.18 2.986
y7 2.50 2.00 5.869
59 1.71 2.53 2.894
68 1.67 2.67 2.939

2-13 3.62 2.67 2.482
2-14 2.48 1.80 2.262
2-18 2.48 3.20 2.269
t-test significant at 1.684-1.658.
TABLE 23.--Item comparison: Groups 6 & 10.
Item Group 6 Group 10 t-test
9 2.43 3.17 2.111
18 1.19 1.52 1.730
29 1.90 2.57 2.110
35 3.05 3.78 2.171
Is 4.00 3.00 2.356
46 3.50 3.00 3.431
47 2.50 1.80 5.521
68 1.67 2.74 4,274

t-test significant at 1.684-1.658.
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TABLE 24.--Item comparison: Groups 7 & 8.

Item Group 7 Group 8 t-test
L6 2.62 1.67 1.892
71 2.43 1.30 3.905
72 2.65 1.30 5.464

2-13 3.26 4,20 2.813

t-test significant at 1.684-1.658.

TABLE 25.--Item comparison: Groups 7 & 9.

Item Group 7 Group 9 t-test
18 1.30 2.07 2.297
19 1.39 2.07 2.075
23 1.61 2.47 2.366
35 3.83 3.00 2.611
Ly 3.10 2.27 2.262
b7 1.86 2.60 2.851
59 1.83 2.53 2.974
72 2.65 1.93 2.055

t-test significant at 1.684-1,658.
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TABLE 26.--Item comparison: Groups 7 & 10.

Item Group 7 Group 10 t-test
9 2.35 3.17 2.467

34 2.74 1.83 2.649
Ly 3.10 4.40 2,070
68 2.13 2.74 2.483
2-13 3.26 4,00 2.256

t-test significant at 1.684-1,.658.

TABLE 27.--Item comparison: Groups 8 & 9.

Item Group 8 Group 9 t-test
18 1.35 2.07 2.287
19 1.25 2.07 2.796
35 3.90 3.00 2.415
Ly 3.67 2.27 1.961
45 4.33 3.36 2.729
58 2.33 3.09 1.720
59 2.10 2.53 1.725
71 1.30 1.73 1.715
72 1.30 1.93 1.958

2-13 4,20 2.67 3.909

t-test significant at 1.684-1.658.



134

TABLE 28.--Item comparison: Groups 8 & 10,
Item Group 8 Group 10 t-test
29 1.95 2.57 2.266
46 1.67 3.00 2.198
58 2.33 2.60 2.511
71 1.30 1.96 2.441
72 1.30 2.13 3.392
t-test significant at 1.684-1.658.
TABLE 29.--Item comparison: Groups 1 & 4.
Item Group 1 Group 4 t-test
23 2.45 1.61 3.308
28 2.68 1.95 2.414
47 2.31 1.79 2.935
56 2.14 1.63 2.185
68 2.86 2.14 2.798
2=10 2.82 3.75 2.731

t-test signiflcant at 2.132.



TABLE 30.--Item comparison:
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Groups 2 & 4.

Item Group 2 Group 4 t-test
23 2.16 1.61 2.749
26 2.63 2.14 2.147
28 2.56 1.95 2.409
b7 2.16 1.79 2,223
50 1.95 1.71 2.769
56 2.14 1.63 2.514

t-test significant at 2.132.



CHAPTER 5
SUMMARY AND CONCLUSIONS

This study 1s an attempt to do two things: (1)
to define the concept of image, and (2) to translate
that concept into elements that can be used for organ-
izational analysis. Specifically, this study applies
an image measuring device to the analysis of a specific
organization--the College of Education, Michigan State
University, East Lansing, Michigan.

The image theory used here was largely based on the
work of Kenneth Boulding; supplementary theoriles and con-
cepts were taken from the works of Walter Lippmann, John
Riley, Lee H. Bristol, Daniel Boorstin, and others. An
image was defined as an alterable state of subjective
knowledge which governs behavior. Man, according to this
theory, views the world in terms of images; he judges
others and is Judged himself on the basls of images. Man
does not react with reality; he reacts with his subjectilve
knowledge of reality. This subjective knowledge--this
Image-~has ten dimensions. These dimensions include:

--The Spatilal Image,

--The Temporal Image,
--The Relational Image,

136
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--The Personal Image,

--The Value Image,

--The Affectional Image,

--The Conscious, Unconsious, or Sub-conscious Image,

--The Certainty-Uncertainty and Reality-Unreality

Image, and

-=-The Public Image.

The 1mage concept 1s also found on various organ-
izational levels. On the basic level--the level of in-
animate objects--the image exists in a rudimentary form.
At a higher organizational level--the level of human be-
ings--the image 1s complex, and 1t 1s of overwhelming
importance in the interpretation of human behavior.

Simply stated, the image 1s the sum of what we think we
know; it makes us act the way we do.

Further, the image concept 1s not confined to indi-
viduals. Families, communities, groups, and organizations
of all kinds, and even whole socleties may be said to have
images. Organizations, for example, may be thought of as
simply an image in the minds of men. An organization is
the sum total of the 1mages held by its members--adminis-
trators, employees, and relevant publics. Each individual
within the organization perceives the organization with
certaln behavior expectations, that is, his behavior toward
the organization depends upon his perception of the organ-
ization.

This theory of organizational images suggests the
possibllity of analyzing organizations in terms of the
images held by 1ts members. Such an analysls is helpful

for several reasons:
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-=If we understand the individual's image of the
organization, we may, within limits, predict his
behavior toward the organization.

--An understanding of the organization's image will
give us clues to the organization's internal
structure and operations.

--The organizational image allows us to look at the
detalled characteristics which make up the organ-
ization's goals and objectives.

--The more facets of an image we are aware of, the
better we are able to modify the image in a
direction that is likely to be constructive.

However, the image researcher 1is faced with many

problems. When he turns to behavioral sclence for theo-
retical direction, he discovers organizational theories
which do not lend themselves to image research. Classical
organizational theory views organizations on the basis of
a priori principles which, 1t turns out, cannot explain
specific organizational operations. Further, the trend in
organlzational literature has been to assume that research
findings are transferable, that 1s, results from study of
one organization are applicable to any organization. How-
ever, there 1s little evidence available to determine the
extent to which generalization is possible, either to
other organizations performing the same functions or to

other types of organizations. Therefore, the need 1is to



139

forge a closer link between theoretical concepts and
analysis of specific organizatilons.

The image researcher also faces another problem.
His knowledge of the image indicates that images have
component parts Or multiple dimensions. Therefore, his
major task 1s to develop methods of inquiry which will
permit a detailing of these component parts.

The work of Christopher Sower answers the problems
of image research. Sower's theory of organizations 1s a
synthesis of many key theoretical positions found in
organizational literature. This synthesis 1s capable of
lending itself to image research. Sower's model for organ-
izatlonal analysis is used to 1ldentify, abstract, and ex-
plain three limiting factors of internal organization that
relate to the extent of goal achlevement for a specific
organization. These limiting factors are called the inter-
vening variables or elements of the organization. Sower's
model for organizational analysis 1s a consensus model
which systematically accounts for various perceptions of
the organization under analysis. By itself, however,
Sower's model cannot be used for organizational analysis;
it is only a theoretical framework.

The work of Robert Anderson makes it possible to
apply Sower's theories to individual organizational
analysis. Anderson developed an instrument--a tool--for

measuring the intervening variables in Sower's model.
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This instrument is composed of two parts:

--An Open=Ended Questionnaire: This relatively
unstructured device allows the organizational
members to ldentify and select elements of
theilr organization which they perceive as
being important to that organization.

--Rating Scale Device: This device is made up
of the elements (items) selected by the organ-
izational members. The Rating Scale device
forces a scaled measurement of these elements.
This allows the image researcher to calculate
the results of this measurement on the basis
of variation or consensus about those specific
elements.

The College of Education Study

To apply the theorles presented in this study, an
adaptation of Anderson's instrument was tested on the
College of Educatlion, Michigan State University, East
Lansing, Michligan. The sample population was defined as:

--all members of the College, and

--school administrators in Ingham County, Michigan.
Both these populations received mailed copies of the Open-
Ended Questionnaire and the Ratlng Scale device.

For purposes of analysis, the College population was
divided into the following sub-groups:

--five major sub-groups (deans, department chairmen,
institute directors, full-time faculty, and part-
time faculty),

--seventeen departmental sub-groups,

--four teaching rank sub-groups (instructors,
assistant professors, assoclate professors, and

professors),

--tenured and non-tenured academic sub-groups.
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The school administrator population, composed of superin-
tendents, high school, elementary school, and Jjunior high
school principals was treated as a single group.

The hypotheses tested 1n this study may be generally
stated as: The image of the College of Education held by
the various 1internal sub-groups was not expected to vary
significantly between the various groups; and, the image
of the College of Education held by members of the College
was not expected to vary significantly from the lmage of

the College held by the school administrators.

Study Findings

The five general findings of this study are:

1. No significant image differences exist between the

five major internal-sub-groups (deans, department
chairmen, institute directors, full-time faculty,
and part-time faculty). However, significant
differences were found on 16 items. The most
serious differences were found on goal state-
ments and objectives of the College.

2. No significant image differences were found between

the 17 departmental sub-groups within the College.
For purposes of thils study, six of the 17 depart-
ments were chosen for specific analysls. The
images held by these departments were also com-
pared with the images held by the deans and de-

partment chairmen. The most serious differences



142

between these groups were found on those 1items
which dealt with the goals and objectives of
the College, viz., items 9 through 15.

3. No significant image differences were found

between the four teaching ranks within the
College (instructor, assistant professor,
assoclate professor, and professor).

4, No significant image differences were found

between tenured and non-tenured academic per-
sonnel.

5. Significant image differences were found between

members of the College and school administrators.
These differences were found on 30 items. These
items were classified Into three areas:

--Items which dealt with general organizational
goals,

--Items which dealt with specific problems,
and

--Items which dealt with specific programs.

Conclusions

If we apply the image theory and Sower's postulates
to the findings of thls study, we can conclude the follow=-
ing:

1. Within the College of Education there are some

serious differences between the images held by
the deans, department chairmen, institute

directors, full-time faculty, and part-time
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faculty. These differences are generally found

on specific goal statements or in program areas.
We conclude that the College will not achieve
these goals, viz., a program of educational
evaluation and assessment, and a program for the
design, production, and testing of programmed
materials and media for use 1in colleges and
schools. The College will also have difficulty
achlieving two of its research goals, viz., sub-
jJect matter and philosophical research.

The six departmental sub-groups selected for study
had significant differences between departments

on 16 items. More important, when the six groups
were compared with the deans and department
chairmen, significant differences were found on
all seven goal statements. These differences lead
us to conclude that the departmental sub-groups
are not relating or identifying with the total
organizational structure, that is, departmental
speclallzation and proliferation within the organ-
ization has caused an image breakdown. We also
conclude that there is a breakdown 1n the internal
soclalization process; the deans are not projecting
or communicating their values, bellefs, and atti-
tudes to the departmental sub-groups. Finally,

we conclude that the College 1s recrulting
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personnel who may have the "proper skills" for

a position within the organization, but who lack

the "proper attitude" or commitment to the

organizational goals.

Image differences between the four teaching ranks

and image differences between the tenured and

non-tenured academic personnel may be due to
individual aspirations, security needs, and
longevity with the organization. In thils con-
nection, we conclude that full professors have

a stronger commlitment to the organizational

goals and more loyalty to the organizatlon than

either instructors or assistant professors.

The professor's image of the College is in 1line

with the image held by the administrators.

The significant differences between members of

the College and school administrators lead us to

conclude:

--That the College of Education 1s not projecting
its 1mage to the school adminlistrators; there
1s a possible communication breakdown between
the two groups.

--That the school administrators picture the
College as a practical, service organizatilon;
the function of the College is to meet the
specific needs of the school systems.

--That the members of the College view the

College as a theoretical, broadly based
organization.
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--That the College may not be listening to what
the school admlnistrators are saylng; the
College may not be "reading" the needs of the
times. In short, the College does not seem
to be relating to the school districts 1in any
direct, unified manner.

Practical Implications

There are both general and specific implications of
the 1image theory and of the instrument used for measuring
an organizational image. Generally:

--Image research i1s valuable as a clue to the
internal structure and operations of an
organization.

--If we are able to identify the facets of the
image within a particular organization, then
we are better able to modify the image in a
direction that 1s likely to be constructive.

Specifically:

--The small college administrator, especially the
public relatlons director, may use image theory
and the methodology presented here as a quick,
easy, and economical measure of the college's
image with various publics.

--Image research may be used as an evaluation
technique to measure the results of a specific
program, or it may be used for getting feedback
on the total public relations program.

--Image research allows the adminlistrator to focus
on a specific 1ssue or to measure the impact of
a specific program on one, two, three, or more
publics.

--Image research is an excellent way of allowing
subordinates to participate in the organizational
decision-making process.
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Suggestions for Further Research

The possibilities that image research holds for
analyzing all facets of human endeavor lead us to con-
clude that:

--more work needs to be done on developing
theoretical frameworks for image research, and

--more image studies should be conducted to test
the image theory in various organizational
settings, with different populations, and even
between different cultures.
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APPENDIX A
Cover Letter of Open-Ended Question-
naire Sent to All Faculty Members

Cover Letter of Open-Ended Question-
naire Sent to School Administrators

Open-Ended Questionnaire
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TO: All Faculty Members in the
College of Educatilon

FROM: Ferris F. Anthony, Ph.D.
Candidate, College of Education

Dear Sirs:

This is a request for your time, but I think it will be
time well spent.

Enclosed are four questions. Your responses to these
questions should be unsigned. Compilation of results will
be turned over to all staff members in the College for use
in shaping future program development.

For this reason I am asking you to write down your personal
opinions and evaluations of the entire scope of activities
engaged in by the College of Education. I would like to
leave the door of suggestion wlide open. The important
thing is that you express your opinion of what the College
should be doing.

Please return the completed questionnaire to me in 504
Erickson. You can use the enclosed address label and the
envelope 1n which you received your questionnaire.

Please take a few minutes right now and answer the questions.
It will help us to gain a better understanding of the
College.

Thank you for your time.

Sincerely,

Ferris F. Anthony

Approved by John E. Ivey, Jr., Dean
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Ferris F. Anthony
504 Erickson Hall
East Lansing, Michigan

Dear Sir:

I am conducting a study for the College of Education,
Michigan State University, in an attempt to evaluate our
program and activities. I am asking that you help in
this study so we might be better aware of your needs.

Enclosed are four questions. Responses to these questions
will help us at the College of Education to evaluate our
present programs and to shape future activities.

We need your help. Please write down your personal
opinions and evaluations of the activities engaged in by
the College of Education. The door of suggestion 1s wide
open.

Please return the completed questionnaire to me in 504
Erickson Hall, East Lansing, Michigan 48823. A self-
addressed envelope 1s enclosed for this purpose.
Please take a few mlnutes right now and answer the
questions. Your opinions and evaluations are of vital
importance.

Thank you for your time.

Sincerely,

Ferris F. Anthony
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OPEN-ENDED QUESTIONNAIRE

Please briefly write your personal reactions to the
following questions. Do not worry about how important,
how many, or in what order you list your thoughts. Just
Jot down the ideas as they come to mind.

A. What do you believe to be the purposes and
goals of the College of Education, Michigan
State Universlty?

10.
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10.

B.
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In your opinion, what do school administrators
now think are the goals and purposes of the
College of Education, Michigan State University?



10.
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In your opinion, what are the most important
specific programs (teaching, research, service,
etc.) engaged in by the College of Education,
Michigan State University?



10.
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In your opinion what specific programs (teach-
ing, research, service, etc.) should be acted
upon by the College of Education, Michigan
State University?



APPENDIX B

Cover Letter of Rating Scale Device
Sent to College and School
Populations

Ratlng Scale Device
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MICHIGAN STATE UNIVERSITY
College of Education

504 Erickson Hall

You have probably filled out enough questionnaires this
year to last you a lifetime. I would not ask you to fill
out this one unless it had some value for you. Please
let me explain.

The statements on the attached questionnaire were made by
School Administrators and members of the College of Edu-
cation. The statements are about the goals, activities,
and problems of the College. Your response to these state-
ments will help us to know ourselves better and to find
better ways to serve you.

Your response will take 10 minutes.

That 10 minutes will help us to identify problems and
point out future directions. Even 1f you have had no con-
tact with the College your response 1s still wvaluable.

No attempt will be made to identify you. Data will be pre-
sented in group scores.

Please give me 10 minutes of your time. Thank you.

Sincerely,

Ferris Anthony
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RATING SCALE DEVICE

MY PRESENT POSITION IN THE COLLEGE OR SCHOOL SYSTEM IS:

Dean (01) Department Chairman (02)
Institute Director (03) Full-time Faculty (04)
Part-Time Faculty (05) Superintendent (06)

High School Principal (07) __

Elementary Principal (08) __ Other (Indicate)

I AM IN ONE OF THE FOLLOWING DEPARTMENTS OR INSTITUTES:
School for Advanced Studies (01)

School for Teacher Education (02)

Offlce of International Programs (03)

Office of Off-Campus Affairs (04)

Special Projects (05) __

Administration and Higher Education (06) __

Counseling Personnel Services and Educational
Psychology (07)

Elementary and Special Education (08)

Health, Physical Education and Recreation (09)
Secondary Education and Curriculum (10)
Student Teaching (11) _

Human Learning Institute (12)

Humanities Teaching Institute (13)

Learning Systems Institute (14)

Mott Institute for Community Improvement (15)
Science-Mathematics Teaching Center (16)

Soclal Science Teaching Institute (17)
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7 MY RANK IS: Instructor (01)
Assistant Professor (02)
Associate Professor (03)
Professor (04)
8 I AM: Tenured (01) __ Non-tenured (02) __
The following statements were made by members and ob-
servers of the college of Education. The first set of

statements 1s about GOALS and PURPOSES. Please circle the
number which best describes your feeling about the statement.

1 = Strongly Agree 3 = Not Sure 5 = Strongly
2 = Moderately Agree 4 = Moderately Disagree
Disagree

The followlng statements ARE goals of the College.
Please Agree, dlsagree, etc.

9. 1 2 3 45 A program of subject matter analysis.

10, 1 2 3 4 5 A program of educational evaluation and
assessment.

11, 1 2 3 45 A program of cooperative service arrange-
ments with local schools and other agencies.

12. 1 2 3 4 5 A program for the design, production and
testing of programmed materials and media
for use 1in colleges and schools.

13. 1 2 3 45 A continuing effort to improve the effec-
tiveness and quality of the College's
undergraduate and graduate instructional
programs.

14, 1 2 3 4 5 A broad-scale program of basic research
in human learning and development.

15. 1 2 3 45 A program for translating basic research
in human learning and development into
proposed models for instructional and
management systems.

The following statements SHOULD BE goals of the College.
Please indicate 1 strongly agree to 5 strongly disagree.

16, 1 2 3 4 5 To prepare teachers for inner city schools.

17. 1 2 3 4 5 To provide in-service education for teachers.



18.

19.

20.

21,

22,

23.

24,

25.

26.

27.

28.
29.

30.

31.

32.

33.

ro
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To conduct pure, experimental, and action
research in all aspects of education.

To develop and implement research in

teaching.

To conduct research that only applies to
Michigan.

To cooperate with behavioral scilentists
in research.

To serve out-of-state schools through
consultation, advice, and study.

To have faculty members produce scholarly
writing.

To serve faculty members of other colleges
and universities both within and without
the state.

To assist developlng natlons in establishing
and maintaining educational systems.

To promote the general security and economic
status of the profession.

To work for unity among educators and to
eradicate the threat of unionization which
promises to divide us.

To put education on a scientific basis.
To "weed out" or screen those going into
the profession and separate the "wheat
from the chaff."

To develop, evaluate, and disseminate
innovation 1n education.

To give prospective teachers a broad,

general background including: adminis-
tration, higher education, special education,
remedial education, music, arts, literature,
etc.

To become involved 1n and further Federal
programs in education.

To prepare and distribute educational
materials to the schools 1n the state.



34,
35.

36.

37.

38.

39.

present programs.
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To provide extension courses.

To traln teachers and administrators to
fit specific school systems.

To use local school systems for experi-
mentation.

To help school systems secure financial
support from the Federal government.

To turn out practical-minded teachers
who meet the School Administrator's
definition of what a good teacher should
be.

To become an institution for turning out
as many students as possible.

SECTION II

This section deals with the IMPORTANCE or VALUE of

Please indicate whether or not you think

the program 1s important by circling:

ho.

b1,

42.

43.

Y,

is.

1
2

= Strongly Agree 3 = Not Sure 5 = Strongly
= Moderately Agree 4 = Moderately Disagree
Disagree

1 23 45 The most important activity of the College
is teaching undergraduates.

123 45 Teaching, research, and service have
equal 1importance.

1 2 3 45 Graduate education is our most important
activity.

1 2 3 45 Research is the most important activity
of the College and should form the basis
for all other activities.

1 2 3 45 Research is important but we place too
much emphasis on it so instruction and
service suffer.

1 2 3 45 The most important undergraduate programs

are the opportunities for school visitations
and participation 1n actual classroom
situations (such as Student Educational
Corps, "September Experience, etc.")
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470

48,

9.

50.

51-

52.
53.
54,
55.
56.
57.

58.

59.
60.

61.
62.
63.
64,

123145

We SHOULD
12345
123145
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The Elementary Intern Program is probably
the most important of all undergraduate
teacher programs.

The Extern program of the Department of
Administration is an important activity.

The Instructional Materials Center 1s an
important functlion of the College.

We should cooperate with governmental
agencies on such programs as Job Corps,
Head Start, etc.

Committee work by individual faculty
members on College and departmental pro-
grams and policies 1s important.

None of the programs of the College of
Education are worthwhille.

conduct research in the followlng areas:
Psychological research.

SubJect matter research.

Textbook studies.

Learning research.

Philosophy of education research.

Teaching methods, team teaching, upgraded
primary, etc.

We should conduct federally supported
research.

The activitles of the following institutes are

important.
12345
12345

12345
12345
12345
12345

The Institute for International Study.

Research and Development Program in
Vocational Education.

National Science Foundation Institutes.
Mott Institute for Community Improvement.
Human Learning Research Institute.

Learning Systems Institute.
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LAST SECTION

This section deals with programs and activities which
SHOULD BE carried out by the College of Education. It also
includes some statements on PROBLEMS. Please indicate:

1l = Strongly Agree 3 = Not Sure 5 = Strongly
2 = Moderately Agree 4 = Moderately Disagree
Disagree

65. 12 3 4 5 We should overhaul placement procedures
and include a follow-up interview with
school administrators and first jobbers.

66. 1 2 3 4 5 We should expand the program in compar-
ative and international education.

67. 1 2 3 4 5 There is not enough recognition for
faculty members who want to work on ser-
vice activities with school systems.

68. 1 2 3 4 5 We should expand certain graduate programs,
such as Higher Education.

69. 1 2 3 4 5 We should offer new graduate programs in
other areas.

70. 1 2 3 4 5 We should not have any new programs and
should concentrate on improving the
programs we have,

71. 1 2 3 45 We must find ways to maintain smaller
teaching sections at both undergraduate
and graduate levels.

72. 1 2 3 4 5 We should reduce teaching loads on in-
structors by increasing faculty.

73. 1 2 3 4 5 We should cut down the number of students
admitted to both undergraduate and gradu-
ate programs.

2-4, 1 2 3 4 5 We should cut back the number of our
present programs.

2-5. 1 2 3 4 5 Student evaluations of professors should
be made public by the College.

2-6. 1 2 3 4 5 Faculty members who have the most ability
in the classroom and who give time and
service to their students are not recog-
nized and rewarded enough.
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2-9.
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We need a Research Newsletter to dis-
seminate research and help us gain natlonal
prominance.

We should find ways to increase the teach-
ing competence of faculty members in the
College so they can practice what they
preach.

We need a well-organized, continuous in-
service training program for faculty
members 1in the College.

Persons 1n teacher education or adminis-
tration should be forced to spend one year
out of five 1n elementary and secondary
school classrooms and administration.

The College should explore the possibillity
of establishing a small, experimental
college of education.

Research courses should be assigned tobthe
School for Advanced Studles and taken away
from departmental affiliations.

We should cut down the number of methods
courses and offer more subject matter
courses.,

We should give prospective teachers more
experience 1n practical matters, such as
how to handle discipline, how to interact
with people, how to get along with co-
workers, etc.

Our students do not learn to think critically.
The structure of the College prohibits the

effective use of many of 1ts positive
attributes.

Most graduates of the College are not
interested in the profession but only in
how much money they are going to make.

The College should be based on a Behavioral
science foundation.

The goals and purposes of the College of
Education are not clear.

Thank You
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